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This study is a qualitative appraisal of the ease seth- 
ef of instruction, with particular emphasie upon those cbar-~ 
acteristics which might make it a valuable technique for 
tre development of leadership in officers of the United 
States Mavy, It was inspired by the lack of a continuing 
formal progras within the navy for leadership developaent 
of offloers, 

The research conpisted of a survey of pertinent liters. 
ture, supplemented by personal interviews with a few men 
who have had experience with tne uge of the case method in 
beth the educational end industrial fields, anc by written 
inquiries addressec to others whe could not be Interviewed, 

in omter to establieh a etandard for appraisal, it was 
deemec necessary to review the current consensus as regards 
the mature of leadership anid the nature of learning Grd how 


they relate to the developaent of leadershi;y, 
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ites uses and the results were disovesed, followed by a de- 
scription of a proposed case method leadership cevelopment 
program for the navy. 

Findings from the study sexs to support the conclusion 
that a formal leadership development pregram for naval or- 
ficers is needed; that such a program should be based on a 
Gynamic somcept of leadership whieh calls for twoeway com- 
munication amd a scientific rather than a bureaucratic 
trend oy mind; and that the case method of instruction pos- 
sesees subetantial potentiality as a technique for such dee 
velopment because of ite ability to inewuicate sellf-ineignt 
and to stimulate objective problem-solving ability in the 
field of human relations, 
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"The successful military leader must be, among other 
things, a solver of problems,” The ability te solve prob- 
lems in the realm of husen relations is a cornerstone of 
dynamic leadership and a besic ingredient in the maxe-up 
of the successful military officer, The lack of a continu- 
ing formal program within the United States Kavy for the 
Gevelopment of this particular problem-solving ability 
among officers has inspired this study; the diacussion 
which follows presents an analysis of the characteristics 
of an instructional method believed to possesa distinc? 
value aS a means cf developing and sharpening the abiiity 
to recognize, analyze, and solve the day-to-day human re- 
lations conflicts encountered within the climate of a 
military organizetion, 








4 i Leadership (Annapolis, M4.: U.8. Naval in- 
stitute, 1999), Pp. 3. 
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In order to assure steady progress toward more effec- 
tive leadership it is necessary to effectuate a continuing 
growth of executive qualities within the military leader, 
Ever since the days of John Paul Jones, development of 
naval leacers has been accomplished through formal and in- 
formal professional training programs and through the tradi- 
tion of understudying the performance of one's superiors 
in the field of human relations, The formal and informel 
programs have produced satisfactory results in advancing 
the technical and professional knowledge of the individual. 
in the area of leadership, however, the understudy proced- 
ure has been limited in its effectiveness by the lack of 
clearly defined criteria that the understudy could employ 
to aesist him in deciding which behavior patterns to exu- 
late and which he should reject. If the psychologists 
ever succeed in defining those criteria in objectively 
meaningful terms, it should be a relatively simple task to 
Gesign training procedures which will develop the requisite 
qualities in any individual possessing the necessary ine 
nate abilities, Today's problem of leadership development, 
however, continues to be an extremely complex one, be-~- 
cause the treining objectives must be based upon eriteria 
which are preponderantly subjective, and about which there 


2 


8°59 vers see cowEnrWa i h4eds cue be WReKe 42 
DARA TITOT © Slee TIN 87 Cee Of 2) Cinema 9ees 
sumhand trediite oft odente antstion eeteneues va dturts 
Ye fected pa Lew oe Ye oe wei) emilee 
cl ban fewer) Qype tnietiemens ews! e0 ovebeel taven 
cS! vd Gyeels Gee ser LOw smaahewe Jhev ter or jot 
Pale? alee We peer ow uivierers-~ i+ mis 
sevtsket fee feet: ett ,acoLSRiee mae Te knee) 69 Ab 
so Cmmres Of sc laeet Yrsod akt2e Der eed ero 
ima totes) act (We egitim? (role tae un batet noe 
setoere Gus eImee wt eevee Glomemns lo ue ot) of 
Le Rent well eS ceuserdeeetts B/: al Aetiel) pros eat ow 
veka ALans Vimd Wem MU Sea atmeciys erie cham 
ow ob mazoiden warretet dnlae gstiitews ot att imises of 
sémtgaloadegis wa Tl .poryes Shanty wr enade one aied 
cinvisceide al Ghee be cows pin Gi ben oe 
a4 tend oleeds vaeettalon 4 95 ives ©) pam tuveciomee 
chtatages att qaigvah iin daddy exmimere, ysinties eaiemh 
ani qrewenten af? <pimwerncy FENDtwieet pun) ei sh Lee 
me aerre Cletwwens To ate efysert salsli dae ston 
ee 
aves 0m aryr Vee oe fee Sri ety parteuro 8! sme 
wrase dutty scm: Che rise ie etteee Ee) cole 











The problem with which this study will be concerned, 
therefore, is the selection of a formal instructional pro- 
gram which might serve to enhance the development of mili- 
tary leadership. The specific technique to be appraised 
is the case method of instruction, with particular emphasis 
on the applicability of this methed to the development of 
leadership among officers of the United States Navy. 





Rear Admiral James L. Holloway, Jr., while superintend- 
ent of the Naval Acacemy, submitted in the Foreword to 
Naval Leadership that the paramount rele of a naval offic- 
er is that of a leader. Furthermore, the importance to 
the military leader of the ability to deal with people was 
well expressed by Fuller when he stated that "military 
hiatory isa a flesh-and-blood affalr, not a matter of dia- 
grams and formulas or of rules; not a sonflict of machines 
but of men."= He also called attention to the fect that 
"Napoleon did not gain the position he did so much by a 
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study of rules and strategy as by a prefound knowledge of 
human nature in war,"> Despite general acceptance of this 
postulate concerning the importance of positive leadership, 
there is so much evidence of the practice of negative lead- 
ership by naval officers that the need for a formal program 
of development is clearly indicated, 

With the advent of more complex modes of warfare an 
even greater emphasis upon skill in handling human relations 
has become necessary, especially because of the need for 
greater teamwork and cooperation. The military leader of 
today must be capable of extracting the best possible per~ 
formance from his men, for even that beat willl not measure 
up to the technical possibilities of the modern machines of 
war, Marshall has expressed this problem in the following 
manner: 

"The mechanisms of the new warfare do not 

set their own efficiency rate in battle, They 

are ever at the mercy of training methods which 

will stimulate the soldier to express his intel- 

ligence and spirit ... It has been readily seen 

that the prevailing tactical conditions increased 

the preblem of unit coherence in combat. The only 

offset for this diffieulty was to train for a 

higher degree of individval courage, comprehension 


of co and self-starting character in the 
soldier," 








3s yhid., p. 25. 


‘+ samuel L. A. Marshall, Hen Against Pire (Washing- 
ton: Infantry Journal, 1947), p. 22. 
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The conventional cencept of a doctrine for military 
training demands the sacrifice of individuality in the in- 
terest of efficiency through mass reflex action. The new 
concept ef the role of the common fighting man described 
above seems to indicate that this conventional concept 
should be reexamined. If the training objective is to 
develop the self-starting characteristic within the soldiex 
or sailor, can the training methods for beth officers and 
enlisted continue to place stress solely upon the close- 
order concept of absolute unquestioning obedience? If the 
fighting man of teday is expected to develop proficiency 
in the type of technical military climate that surrounds 
him. he surely must be trained by a method which will tend 
to draw out his individual power within linits which are 
for the good of all. rather than by the historic method 
which seeka to imbue in him blind obedience, "In war, as 
in peace. individuality is far mere impertant than uni- 
formity; personality than congruiiy, and eriginality than 
conventionality. "> 

What change, then is indicated in the training of 
an officer in non-technical areas? If he is to accelerate 


the development of the originality of those beneath him, 





? Fuller, oy eit.. 3. 87. 
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he surely must develop his own originality. This can hard- 
alone; in addition, self-development is needed, “If we 
wish to think clearly, we must cease imitating; if we wish 
to cease imitating we must make use of our imagination, We 
must train ourselves for the unexpected in place of train- 
ing others for the cut and dried."© This does not mean 
that the understudy procedure must be abandoned, It mere- 
ly indicates that a concurrent process of enlightenment 
through freedom of thought should be eneoureged, The eim 
of such @ process would not be the development of an atti- 
tude of inalienable right to question pelicies and orders 
from above, but @ more self-inapired acceptance of the mili- 
tary chain-of-command a8 a means toc an end, and a more util- 
itarian attitude concerning the directives passed down to 
these below, 

In examining the point of view of the average military 
leader, John P, Marquand has sointed cut that the military 
mind of today is being compelled to cope with civilian ec- 
eentricities more intensively than it has for an entire gen- 


eration, ! He contenda that the conventional method of 





© puller, op. eit., p. 96. 


7 John P. Marquand, "Inquiry into the Military Mind," 
New York Times Magazine, Mareh 30, 1952, p. 55. 
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military training has equipped today's general to be a 
judge of certain limited regions of human character; in ad- 
dition it has made him more logical, more objective, and 
better able to face any problem and come up with a concise 
solution. Even though the general's solution may be wrong, 
at least it will be an answer, This presumption of one's 
own ability acds to assurance and mey even result in what 
is oceasionally called a Messiah Complex.® sueh a complex 
denies those below that plasticity of mind which is so es- 
sential to an understanding and appreciation of the lllog- 
ical in human responses as well as the logical, a plastic- 
ity which is able to produce a philosophy of command that 
allows greater freedom of profensional theught by all ranks, 
and which admits that “policy can remain strong only so 
long aa it faithfully serves the best interesta of the major- 
ity of dutiful soldiers, officers and men alike."? Because 
a Messiah Complex may be the resultant of the conventicnal 
eoncept of military training, the problem of this study is 
deemed to be of substantial importance. 





. Ibid., p. 54. 


9 Marshall, op. cit., p. 108. 
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method of instruchton in the years since World War II in 
both the educational and industrial fields; yet, the amount 
method, its usage, and results obtained is surprisingly 
limited. 

The primary source of material available today, so far 
as this study is coneerned, consists of a very iimited nun 
ber of articles published in recent periodicals, plus the 
introductions to & number of case books edited by the fac- 
ulty of the Craduate School of Business Administration at 
Harvard University. In addition to the case books, how- 
ever, the Harvard group has just completed the compilation 
of a selected group of papers and lectures on the case 
method, as developed by them, and it is to be published 
during 1952 under the title, The Case Method of Teaching 
Euman Relations and Administration, An advance copy of 
that manuscript was available for research in connection 
with thia study, 

A great deal of literature has been published concern- 
ing the nature of leadership and ites development, and a 


vast amount of research is continuing in that area, The 
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author has been fortunate enough to have nad personal con- 
tact with staff members of the Personnel Research Board at 
Ohio State University and to have assisted briefly with the 
predictive leadership studies now being done by that group 
in connection with a navy contract. 

A consiGerable amount of continuing research has been 
noted relative to the neture of learning and the development 
of more effective teaching methods. Neference will be made 
to conclusicns concerning the psychology of learning, com- 
piled by a group of experts working under navy contract, 
published for very limited service distribution under the 
title, Handbook of Human Engineering Date for Design En- 
gineers, Within the limits of the research possible in con- 
nection with this theais, hovever, no written material was 
found which dealt with the case method as a means of devei- 
oping leadership. 

Definition of Special Terms 

Certain terme which will be used in this study are 
subject to varied and even conflicting definitions, In 
erder to obviate confusion of meaning, the following defin-~ 
itions are submitted for the purposes of this discussion: 

Case Method - an instructional method which places 
primary emphasis upon development of independent thought 
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discussion of the facts, opinions, prejudices, and possible 
solutions to specific preblems which are crystallized out 
of selected case studies by the joint efforts of atudents 
and conference leader, 

Leadership - the pattern of behavior of an inéividual 
which enables him to guide others or their actions toward 
voluntary cooperation in organized effort. 

Status - relative position within a hierarchy, the 
hierarchy involving ordering of individuals on an inferior- 
ity-superiority scale with reapect to the comparative degree 
te which they possess cr embody some attribute or charac- 
teristic ,2° 

Learning ~ any measurable change in behavior that re- 
sults from experience ++ 

Executive, supervisor, ietrator, or officer - all 
used synonymously to refer to one holding a position of for- 





mal authority above the level of the first line foreman (or 


non-commissioned petty officer). 











= Melvin Seeman, "Some ea ppenaten oan of header 
nee The Universit ty < 


ineers (Tufts Colleze Institute for Applic 
sychology, 1949), Chapter 1, Section 1, p. 1. 
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Training or Education - used synonymously except that 
a "training authority” is one whose objective is the devel- 
opment of a skills; whereas, an “educational authority" is 
one concernec primarily with the imparting of knowledge, 








This study will attempt to deduce some conclusions as 
to the potential value of the case method of instruction for 
vse ina leadership development program for officers of the 
United States Navy. The appraisal will be of a qualitative 
nature, will refer primarily to concepts and practices 
found in the fields of business and education, and will at- 
tempt to draw conclusions which might be epplicable for 
naval officer training, There are limitations whieh must 
be kept in wind in drawing conclusicns for military usage 
from findings in these other fields, However, leadership 
studies at Ohio State have indicated that "the methods of 
leader behavior description developed in the study of shore 
establishments and business orgnnizations may be meaning- 
fully applied to officers and in some cases to enlisted men 
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study, concepts concerning leadership which have been de- a 
general acceptance will be reviewed and accepted as sound. 
Se eaersys will be ante cs extent Ge wssueh Gs fs ae 
by this thesis, 

The nature of learning will be reviewed in Chapter III 
in e manner similar to that wsed in considering the nature 
ef leadership. No psychological research will be attempted, 
rather a survey of the findings of some currently recognized 
authorities will be made. Particular emphasis will be giv- 
en to the consideration of factors inherent in the learning 
process which would seem to be of interest in the prepara- 
tion of a program for the development of leadership. 

Chapter IV will be devoted to a study of the theory 
and the characteristics of the case method of instruction, 
Different interpretations of the technique and the method- 
ology to be employed in the use of the case in an instruc- 
tional session will be discussed. No attempt wild be made 
to present a thorough analysis of the history or the per- 
ehological considerations applicable to case discusaton, 
nor will the mechanics of how to draw up complete cases be 
Gealt with at any length. Mention will be made of linita-~- 
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has been used as an instructional cevice, 

In Chapter V the application of the case method to the 
fields of education, business, and the military will be dis- 
cussed, An example of a recent use of the method in an 
instructional program for reserve naval officers will be 
reviewed, This will be followed by a description, in Chap- 
ter VI, of a proposed enlargement of that program, with 
some modifications, for servicewide use in the navy. 

Conclusions deduced from research and interviews will 
be summarized in Chapter VII. 

Limitations 

A complete evaluation of the case method of teaching 
involving controlled experimental analysis of the method in 
action is beyond the seope of this study, Tine available 
and cest considerations limit the research to a sutvey of 
the pertinent literature, followed by personal eontact 
through _interview or correspondence with authorities in 
the field, 

Speeific limitations which prevent the drewing of tru- 
ly objective conclusions are as follows: 

1. The case method, though not new, has not been used 


widely enough and under enough varying cerxiitions to permit 
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evaluation of its final effectiveness. 

2. No sontrolled experiments have been reported, inso- 
far as this study has been able to determine, whieh would 

3. There sre numerous variations of the concept of 
the case method; this demands careful definition of method- 
ology before conclusions cen be meaningful. 

4, There is no general ecreement as to the true na- 
ture of leacgership or es to the most effective means of 
learning; consequently, the task of apprailaing a teaching 
sethod as a possible means of developing leadership is fur- 
ther complicated, 
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of the conclusions drawn from the research, The various 
limitations upen a study of this type at the Masters level 
might help to substantiate reasoned deductions, Such an 
attempt to validate conclusions might be enlightening, It 
is most interesting to note, however, that despite the fact 
that the case method has been in use at Harvard in the study 
ef humen relations for almost thirty years, neo formal sta- 
tistical study which compared the results of this method 
with other teaching methods has ever heen reported. 

John B. Pox, epenking for the Graduate sehool of Buri- 
ness Administration at Harvard, pointed out the seope of 
such a comparison when be stated: “Beaause of the diffi- 
culties of comparativity the possibility of making such a 
study and having 4t useful are enormous ,"25 

The nature of leadership and ite development will be 
considered in chapter IZ. A brief summary of seme of the 
present concepts of what leadership is believed to consist 
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of will be presented in order to establish a foundation 





13 yonn B. Fox, "A Note on Counseling as an Adjunct 
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CHAPTER ITI 


THE NATURN OF LEADERSHIP 

Introduction 

In order to appraise a method of teaching as to ita 
applicability to the development of leadership, it is first 
necessary to establish a standard against which to measure, 
In orger to build that standard, this chapter and the one 
to follow will be cevoted to investigating the nature of 
leadership, the nature of learning, and the applicetion of 
these concepts to the problems of leadership development. 








enables him to guide ctherae or their actions toward volun- 
tary cooperation in organized ef'fert. The slight contrast 
between thia cefinition and that ereated by Chester Barnarc 
should be moted, His definition is, “the quality of the be~ 
havior of indiviéveals whereby they guide people or their 


activities in organized effort." ‘the only point of sub- 








a Chester I. Barnard, yy i823 eh OT: 
(Cambridge: Harvard University Presa, 16 
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stantive disacreement is in the term "voluntary coopera- 
tion,” but thie seems to place a considerably different in- 
terpretation upon the role of the leader, In essence, 

this study is concerned primarily with the development of 
that type of individual behavior which calls forth volun-e 
tary cooperation from those being led, rather than with e 
delineation of the mechanical methodology for providing 
merely a link in the chain of command, 

The Leadership Research Group at Ohio State University, 
whose work will be considered later in this chapter, has 
used as its definition, “the process of influencing the 
activities of the organized group in its taek of goal set- 
ting and goal achievement."* ‘This implies voluntary coop- 
eration through the precess of group goal setting and zoal 
achievement, but it limits the action of the leader to thet 
of “influencing” activities rather than guiding them, Fur- 
thermore, it delimits the leader's influence to activities 
of the organized group rather than to either the individual 
menbexr or the group as a whole, The definition created for 
this thesis calls for directive guidance by the leader rath- 
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er than were influencing -- regarileas of whether it be to- 
werd a sutually-aecepted goal or not -- and it coneiders the 
man-to-man interaction between the leader anc a single fol- 
lower as well as the man-to-group interactions, 

One other definition which way enlarge upon meaning 
through a contrast is that provided by Peterson and Plowman: 
“leadership implies a following whose behavior iz a manifes- 
tation of a conscicus, positive, and rational reaction to 
directive effort toward a common goal. Domination, on the 
other hand, may result in mere blind obedience actuated by 
fear or abject subjugation."> Here the voluntary climate 
is well depicted -- present among those led, absent amons 
those dominated -- but the cirection can only be toward a 
commen goal. The term “organized effort,” by contrast, does 
mot rule out leadership of a follower toward an externaliy- 
Suppiiec goal, and such a cendition must be considered in a 
study of military leadership. 

Na of Leade 

It eeems appropriate now to take a look at the nature 
ef this subject about which Barnard has aaid that there has 








3 Elssere Peterson and f, G. Plowman, Pus! 
tion and ement (Chicese: Nichard 0, 
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been "an extraordinary amount of dogmatically stated non- 
nense,"" Lespite years of concerted effort and a wealth of 
research date developed in the area of leadership, there 
ere still many very different schools ef thought aes to what 
it really is. The best that can be done at this stage is 
to review some of the most generally accepted concerts ari 
attempt to draw some cenclusions from those which seem ap- 
plicable to this utudy. 

Ordway Tead, one of the foremost authorities in this 
field, bas depicted the role of the leader az that of one 
who dees not merely carry on with established purposes but 
evokes new anc finer aims which have the permanence, qual~- 
ity, and vigor of the satisfaction people experience in real- 
izing them.” ‘This would certainly insist upon a higher aim 
than the mere passing on of instructions from above to 
those below, The leader must learn to interpret these in- 
structions eo that they express e¢ part of his make-up, and 


he must preaent them in a way that will arouse enthusiastic 





4 Barnard, op. cit., p. SC. 


? Ordway Tead, Numan Natu: 
and Lordon: MeGraw-i11 Boe 
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support in both the individual followers and the group as a 
team. In any formal executive rele, he must recognize that 
sande toitpiti ded stthdimaterea ee 
effectiveness it must find expression in the ability of its 
possessor to stinmlate followership based upon a clear under- 
atanding of the basic cbhjective, a common purpose to achieve 
it, and a mutual confidence in personalities and anticipated 
results .© 

What is the nature of this brand of humanity which can 
evoke new aims and stinulete followership among other men- 
bers of his syecies? A few generations back, when survival 
was primerily a matter of physical fitness, leadership nat- 
urally deacenged upon those who exhibited the best combina- 
tien ef qualities which co to make up menly prownns,. As 
the technical age developed, the physical characteristics 
petence, The prectical type who could understand the rapid- 
ly changing conditions of life brought on by the Age of In- 
ventions and who could foresee aad control the development 
of practical epplicatiens of these mechanical marvels took 
ever the roll of leader from the bull-of-the-moeds type. 





Peterson and Plowsen, op. cit., p. 221. 
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Today we seew to have reached the Age of Human fielations, 
The machine has outpaced the human; consequently, the in- 
ventor most in dewand ia the one who can develop means of 
ine. Given has said of this new Age that “understanding 
people, and being trusted by them, is todey a more import- 
ant qualification Cor managers and supervisors than tech- 
nical know-how, The latter can be learned from books or 
experience; the former comes from the heart.”' ‘this does 
not rule out technical knowledge completely from the lead- 
er's formula; it merely expresses the conclusion of many 
authorities that technical experience must be coupled with 
@ sincere interest in people and proficiency in the science 
of human relations in todey's formula for leadership,© it 








7 wm. B. Given, t (Mew York: Har- 


per & Bros., 1949), p. 5 


é Dr. Lilien Gilbreth, internetionally known manage- 
ment oonsultant, expressed this idea of a balanced emphasis 
in a lecture to the vashington, D.C. chapter of the Society 
for the Advancement of Management on December 3, 1951, as 
follows: "The idea is prevalent that if we let the technical 
stancards slack so Buch, by some peansd or other we will be 
rewarded with a great improvement in human relations, and 
from thet an improvement in overall preduction., That won't 
happen. It can't happen. Mo matter how we develop the human 
enginesring side, we must not lower the technical standards." 
— Prederick C. Dyer, "You Can't Leave It to Chance, * 
wy! G Etates ooo netitute Prec lings, Vel. 73, Number 4, 
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4s with that eoncept and the development of that type of 
leadership that this thesis is primarily concerned, 
The Trait Approach 

If efficacy in the scienee of humen relations is an 
important ingredient of effective leadership, how can this 
efficacy be defined, recognized, and developed? It would 
appear that the task 1s far from solution today, though 
some definite progress has been made in recent years. 48 
@ reeult of a recent survey of incustrial executive devel- 
cpaent programs, Mace has concluded that "no test or group 
of teats was found which could be used by every company to 
measure accurately executive traite,"? “Ina vory real 
sense our present state of knowledge dees not permit scien- 
tific and absolute measurement ef human qualities ,"?° 

Por many years primary emphasis in leadership studies — 
bas been placed upon the defining of apecific human traits 
which constitute leadership requisites, In faet, that ap- 
proach 18 still beinc employed by a number of researcners, 
There seems to te ceveloping a more general agreement, how- 








, Myles L. Mace, The Grow 
utives (teston: The Andover fF 


416 Ibid., Bp. 54, 
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ever, that the trait approach alone is too sterile end can- 
not provide the whole picture, As Hemphill has said: 


Sinee this study tsa concerned with training rather than se- 
lection, only brief sonsideration will be given to the ques- 
tion of requisite leadership traits, with particular empha- 
sis upen those considered most necessary in a naval leader, 
it serves no useful purpose to list the personality 
traits of one individual leader, for some of those same 
traits may be just as well developed in another individual) 
) who dees not qualify as a competent isader. What is of in- 
terest, however, are those traits which appear common to 
wany succeseful leaders and lacking in those individuals 
who do not quelify. Of particular intereat are those ehar- 


acteristics which training oan strengthen, 





dohn XK, 
Ecueational Research 


Hemphill, “The Leader and His Group,“ 
etin, Vol. XXVIII, Ko. 9, Decem- 
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Of First importance 1s physical and nervous enengy . 1° 
It has been found that there is power imparted by the con- 
tagion of personal physical energy and nervous drive. 
Samvel W, Reyburn characterizes this as personal health -- 
also his number one requisite for a successful leeder,}> 

Related to the quality of physical vitality te thet 
combination of physical and psychical qualities known a3 en- 
thusiasm. This quality will depend to a great extent upon 
the individual's conviction of the significance and inter- 


est of the enterprise at hand, 





ranks third. Although this is a very important factor, it 
has been proven many timea that the best technician does 
not necessarily make the best leader -- thua the vital need 
te develop hia other traitea. 


ntell: ranks next on Tead's list, and is third 





(after integrity) on Reyburn’s listing. Payeholosical 
studies have indicated that edugation in this quelity ep- 
peara to be diffieult if not impossible, Statistics show, 





ip Tead, S&P. cit., Pp. 154-155, 
13 Samuel *¥, Rayburn, The 


xeeutive (New York: .ssociation of Dry foods 
ae , Dd. 1, 
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however, that an executive ranking high in general intel- 
ligence has a certain presweption in his favor that he 
will make a good leader, 

One of the most complex traite to study is knowledge 
of human nature, The evidence of possession of this qual- 
ity is in the attitude toward those being led and in the 
ability to teach others. But not only is pure knowledge 
of human nature required; there must be an intimate inter- 
est in and effection for people -- to the extent that the 
leader can find his greatest happiness in hastening the 
self-cevelopment and progress of his followers. Purther~ 
more, it is imperative that one who is placed in a position 
of responsibility be sensitive to indivicual differences, 
ao that he is able to produce group action that will re- 
flect a maximum of the effective personal qualities and ea 
minimum of the disruptive personal qualities inherent in 
the individueis composing the group. He must heve confid- 
ence in and exhibit a convincing belief in the self-generat- 
ing powers of individuals and im groupe when given a chance 
to act together, 

Frobavly the moat important trait to be considered in 
this study 1s a sefentific trend of mind,!" a successful 





14 Peterson and Plowman, op. ¢it., bp. Ti. 
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leader concentrates on preventative rather than curative 
action. Ke must develop a keen sense of discrimination 
between fact ané epinion and be able to contrast his ob- 
Jectives with en accurate knowledge of existing conditions 
in order to find a proper approach to constructive improve- 
pent, 

The last major trait which will be listed is enthus- 
iastic purposiveness, Unless an individual exhibits a 
conviction in the oerganizational and personal purpose in- 
herent in a situation and proves this conviction by en- 
thusliastic and vigorous progress toward the objective 
epitomized by these purposes, he will find the task of 
leading others to contribute toward any progrese a very 
aiffieult one. ' 

Many other characteristics can be identified with ( 
the successful leader ~-- such as courege, persistence, 
initiative, tact, patience, self-confidence, a sense of 
humor, integrity, judgment, capacity for following through, 
anc self-control, Even this liet is a mere sampling of 
the gamut of human traits which might be considered in an 
attempt to recenstruct the leader-type. Yet this thesia 
is more concerned with the regulte-in-action in the human 
arena of every-day military life, This dictates an em- 


phesis on a consideration of the dynamic whole rather than 
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\ 
the static parts -- a search for a eatalyst rather than a 


perservative, To develop an effective executive leader it 
is more important to enalyze and cendition his actions than 
to execute a quelitative analysis of his persanality, Meas-~- 
urable results from the leader-follower interplay are the 
objective, In order to achieve this, the best method of 
accelerating and fructifying those cynamic personal qual- 
ities whieh contribute most to efficient pregress toward 


tetal objective must be determined, 





When the application ef the selected traits of leader- 
ship in action is considered, it soon becomes clear that 
the requirements must change radically with funcemental 
changes in the leadership situatien.5 The leader is def- 
initely not a unique individuel set apert from humanity by 
unusual personal qualities, as some people once contended, 
Most authorities now agree that the leeder in one organiza- 
tion is often the follower in another , 16 It must be con- 





15 Raiph Cc. Davis, T 
(New York: Eaxper & Bros., ; 


16 oravay Teed, The art 


don & Toronto: McGraw-Hill Boek 
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had 


eluded therefore, that there are different types of leaders 
for different situations. Cronbach has provided an inter- 
esting psyehological explanation of this contrast between 
the trait approach and the dynamic approach: 


The dynamic approach (to the coneept of per- 
Sonality ~~ steaming from Freud) insists that 
personality is more than 4 collection of specil- 
ic conditicnings to situations. Instead, it is 
believed that the many specifie behaviors exhibit 
an underlying unity. Tiis wnity is thought of 
in terms of "needs," "complexes," and other emo- 
tional forces, What the person dees 

can theoretically be predicted from 
ana a kmowlecge of the forces in 

he acts. In one situation he may be dependent, 
to escape criticism from 2 superior; in another 
he may be doginent, to avoid exposing sis irse- 
curity to a subordinate; ina tiird, he may be 
cooperetive and non-assertive, because ne feels 
secure with that group of companions. The dynan- 
ic approach essumes that inconsistencies in vLe- 
hayisr have consistent causes, «hereas the trait 17 
approach must consider inconsiatencies as errors, 


Whet determines, then, what type of lender ia needed 
in any speeifie situation? obviously, ail the surrounding 
conditions must be analyzed to make the decisicn wisely, 

- ‘Brfective executive leadership will depend upon the indiv- 
iduel's ability and courage to face the facts in the situa- 
tion, interpret the facts properly in the light of the 


situations! requirements, ani follow the courte of action 





= Lee J. Cronbach, od ls of Peychological Test- 
ing (Rew York: Nerper & Bros,, 1949), p. 428. 
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they dictate. This is known as the Law of the 21tuation, 2° 
Types_of Leaders 

In considering the law of the situation to determine 
the type of leader needed for a particular job, it ile well 
to have some uncerstanding of the categories into which 
leader types may be divided. For the purposes of this 
study it will not be necessary to analyze all types which 
may be cataloged, It is important, however, to realize 
that there really are different types of leaders and that 
an executive training program must be planned with that 
fact in mind. 

Two basic classifications of leaders are: formai and 
informal. Formal leaders are those whose official title 
and position confer suffielent euthority for the exercise 
ef command over othere. Of course, there is no preof that 
an individual occupying en executive position is in fact 
ean effective leader. Actual leadership in any group and 
in any situation may be exercised by someone other than the 
deputized leader, Whenever this situation exists, informal 
leadership is taking place, Jinee only the executive level 


is considered in this study, it is obvious that raw mater- 


= Davis, op. ecit., p. iSe. 
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4a] being trained will be formal leaders by virtue of posi- 
tien. The real training objective will be to develop in- 
formal leadership as well, 

Another manner in which leadership wight be classified 
is: creative leadership vs. domination, This has to do 
with the manner in which the leader goes about getting a 
task aceomplished, A leader's success is measured by the 
effective results at the point where the followers ect, 

If that action is not the result of & voluntary reaction 
to a stimulus, it will not long continue to be effective. 
When voluntary team spirit does not arise, or if having 
arisen it dies, management cr leadership then will invari- 
ably rai1.29 

A third way in which leadership ean be typed is ac- 
cording to the degree of delegation of responsibility. 
There are at least three types within this classification: 
firet, one who delevates responsibility too freely; second, 
one who delegates authority properly to spread the work 
lead but retains responsibility; and third, one who is 
umable to utilize the capacity of others because of his 








= Jackson Martindell, ‘ 
Management (Kew York: Harper & 
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inability to delegate."° Many of each of these three types 
will be found among the business or military executive 
greup, and the overall effectiveness of a unit of an organ- 
ization will depend in large measure on where in this scale 
ite leaders stand, Obviously the second type represents 
the happy medium which is most efficient. Consequently, 
any guidance given to an executive in en effort to improve 
his leadership qualities should help him learn to delegate 
properly, so that he will belong in this second classifica- 
tion. 

Still another division of types of leadership is per- 
ponal and coordinative.”! In one sense the latter is an 
extension of the former into and through the members of 
the group being led. Personal leadership is leadership by 
example; men are inspired by the example of the leader to 
perform their own assigned tasks. This its a direct two- 
party connection with little or no effect being exertec by 
other members of the group. Coordinative leadership is 
exercised through system and organization upon the indive 
iduals of a group. This type becomes more important as the 








cl peterson and Piowman, op. cit., Pp. 227. 
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aize of the organization grows, bringing many factors which 
weaken the power of personal leadership. Because of the 
tendency to emulate one's superiors the personal type of 
leadership will wsually be more contagious, Cooerdinative 
leadership will te characterized by a just adaptation of 
all parts of the whole and a proportioning of each part to 
all othera for the purpose of securing agreement in action. 

A final contrast in leadership types 1s face-to-face 
vs. indirect. ‘This pairing is very similer to the consid- 
eration of personal va. coordinative leadership exeept that 
bere the group aetlion concept is not as important, Face-to-~ 
face leadership, whether it be positive, negative, or neutral, 
is exercised by a11 superiors with whom an individual comes 
inte contact. Indirect leadership is exercised by all su- 
pericra above the senior executive with whom an individual 
has face-to-face contact, 

Prom thin analysis of the different types of leaders, 
st would seem appropriate to agree with Cheater Darnard 
that, "leadership appears to be a function of at least three 
complex variables -- the individual, the group of followers, 
the conditions .... Leadership in practice may mean an al- 


\ 


most infinite number of pessitle combinations .""~ in fact, 





™ Barnard, op. cit., p. 34, 
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even this concept can be enlarged upon by adding a fourth 
variable -- culture or statue, ‘“eeman has described that 


factor as follows: 





Now that the leader himself has been analyzed, the next 
question which must be answered is, "What are the elements 
of the 'situation' or 'conditiens' variable?" Obviously, 
such factors as type of organization, point in the organe- 
izational growth cycle, technical considerations, time and 
eoet limitations, etc,, will be vital to any serious analy- 
sis. In addition, however, there seem to be at least two 
other elements of a different nature worth vonsidering, 
These might be referred to aa the emotional end psychical 
elements, 


The emotional elements of a situation relate to the 





23 Melvin Seeman, "Some ne ae Correlates of Leader~ 
ship,” from Grace, ed., Leaders nA n Eduea 
(Chicago: The University of 
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degree of tension inherent in the leader, the followers, or 
both. This might be divided, for discussion purposes, into 
the two extremes, stable and instable. Under stable con- 
ditions the performance of the leader may be cals end re- 
flective, but “ite fumction of persiasion must be carried 
on witheut the aid of emotional drives ancé obvious nenss- 
sities and against the indifference often accompanying lack 
of danger, exeitement, and sentiment."@* on the other 
hand, where there in great instability and uncertainty the 
lea¢er must exhibit an abundance of physical and meral in- 
itintive ant audmeity, It 1s obvious that men equally 
adapted to lead under both extremea will be encountered 
most infrequently. 

The paychical element of the preblem involves aenswer- 
ing tae question, "Hew does a leader go about carrying out 
the leadership activities?" Statistical studies in this 
area led Kemehill and Coens to conclude that there are three 
major ways of secemplishing the leadership job: 

1. & leader may atrese being a socially ac- 

eeptable individual in his interactions witht 
ether group members, 

2. A leader may stress “getting the job done.” 


Thie would involve euphasis upen group pro- 
duction and concern with probieme relative 








R 
. Barnard, op. cit., p. 91. 
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To enlarge upon this thought, it would seem worth consider- 
leader makes & conscious appraisal of the group personality 
and the job at hand and patterns his behavior after that 
particular combination of methods of getting the Job done 
which seems to hold the greatest promise cof resuits. 





ia new in the seventh year of a ten year interdisciplinary 
research study entitled, “Leadership in a femocracy.” This 
study is under the direction of Dr, Carroll L. Shartle and 
is asaisted by grants from both the fockefeller Foundation 
amd the Armed Yorces. It seems appropriate toc review at 
thia point the methodolosy used and some of the conclusions 
drawn from studies by this group. 
The procedures employed in the Ohio State studies 

were basec in part on sesumptions that any high poeition in 








23 John K, Hemphill and Alvin E, Coons, Leader Behav. 
jer Description, (a research report prepared by the Person~ 
nel Research , Chto State University, wiated), p. 97. 
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ear orgenizetion structure cerries with 1t certain reepon- 
eibilities, that any person who occupies such a position 
may be regarded es a leader, and that the leader status of 
his relationship with other members, °° In a sense this 
eonees would seem to apply te standard businesa and mili- 
tary bramés of leadership by virtue of the fact that fol- 
lowers generally have little or no choice in the formula- 
tien of orders which the leader passes down, On the other 
hand, it seems to point the research toward a study pre- 
ponderentiy concerned with administrative behavior of 
status-assured executives rather than a etudy of behavior- 
al patterns of indigenicus leadershir, 

A survey of the literature in the field of leadership 
study was ome of the firgt projects completed oy the re- 
searck group. AS 3 result of thie survey the trait ap~- 





proach was rejected, et leas{. for the time being, and the 
follcwing conclusion wee published: 


The findings suggest that leadership ia net 
& patter of passive status, or of the mere 
pessession of semm combination cf traits, 
It appears rether to be 4 working relaticon-~ 
ship among members of @ croup, in which the 





26 peraennel Research bearc, OShie “tate University, 


loo. eit. 
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Next, it was decided that the study would be primarily 
in terms of the activity which takes place rather than in 
terms of what might be considered "good" or “poor” leader- 
ship, and the hypothesis was formulated, “that en ad- 
ministrator probably takes his pattern with him when he 


@ 


moves to a new adminietretive poat."~" 
A wsecend kind of instrument for studying leader behav- 
ier was developed which was concerned with eatimating the 





seal Saiph KM, Stegdil], “Ferscemal Factors Assosiated 
with Leadership: A Survey of the Literature," Journal of 
Psychology, =p 1938, pP. 35 - Tl. 


Carrell L., Shartle, “Leadership Aspects of Ad- 
ministrative Behevior,” (Presidential Address, Division of 
Business and Industrial Paycshology. American Psyakologioal 
Association, September, 1950). 


29 
Ibid, 


degree of reepensibility, authority, und delegution prae- 
ticed by the aduinistrator, ‘Jcales were prepared which 
were specific statements of behavior, and the items were 
weighted so that s sumerxical acere could be given to ax- 
press degree of responsibility, authority, or delegatien 
perceived by an individual administrator in his own pat- 
tern, cr as cbhserved in an individual's behavior by his 
superior, peer, or subordinate,-” 
ee 
tne leader performs his rele. A number of Gimensione cf 
leacer sebavior were developed which were progressively 
recuced through factor anealysia of fleld teste until there 
appeared to be oniy three diotinct dimenniona: 
1, A maintenance of membership facter -- behave 
ior that increases a leacer's acceptability 
to the group. It is heavily ioadec with low 
domination anc high membership dimension, 
2, Objective ettainment -- behavicr high in 
the production and organization dimensions, 
3. Group intergzetion facilitation -- behaviors 
or acts stressing the mechanics of effective 


anteraction of group members, ——~ high 
were organization and communication. 





30 Ralph M. Stogdill, and Carroll L, Shartie. "Heth- 
ode for Determining orgy <1 — in an Orgeniza~- 
tion Structure,” Journal ef Applied hology, 32, 1948, 
bP. 28-?91], 


31 snartie, lec. eit. 
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fo investigate the environmental factors in the leader- 
ship formula, beth the group of which the leader is a part 
and the larger socLety oz culture of uhich the leader and 
his group are a part are being studied. Metheds used to 
study the leader's ow group include: analyses of formal 
organization charts, sociometric ratings, measures of group 
morale, and group dimensions (such as autonomy, control, 
flexibility, ete.)°° ‘Three conclusions from the first 
phase of this study which seem to have particular bearing 
eon this thesic are; 

i. 





In groupe with a single definite purpose and 





tne inpreseion stat he is superior to Bi 

sreup, 55 

3. Ag the group increases in size, tolerance for 
hw A gpeetaen of Group activities 
becomes greater ,- 











32 Jobm K. Hemphill end Charles NM, Westie, “The 
Measurement of Group Dimensions,” Journal of Psycholo 
29, 1950, pp. 325-342, 


33 Heephill, ep. eit., p. 229. 


4 
. John KR. Hemphill, “Reletions between the Sise of 
the Group and the ~~ oH of 'Superior' Leaders," The 
: ial P oy, 32, 1950, pp. 11-22. 














In the study of culture influences the following 
three variables for measuring statun point of view have 
been developed to test the hypethesis that leaderehip-fol- 
lowership patterns of a given institution are related to, 
er are in part functions of, the status systems and status 
ideologies which characterize the larger society in which 
the given institution functions: 

1. Statue attitudes: the respondent's gener- 

alized f on @ broad of 
situations, The a 
on this seale might be termed "structur- 
alists” in the sense that they favor hav- 
ing wide status differences maintained in 


society as compared with the "lows" of 
"equalitarians,” 










in American society. (Sample item: In gen- 
eral, in the U.S., people tend not to as- 
seciate with these who have a lower socizl 
standing than they de,) 

3. “tatus positions: rankings of one's oun 
and the leader's present status in terme 
ef four helrarehies (influence, prestige, 
economic and secial position). All of 
these concern status the wider commun- 
ity and in the nation.-- 





Preliminary conclusions from stwites in secondary schoels 





39 Melvin ¢ ; “Some Methodological Issues in Lead- 
eraehip Nesearch,” (Paper presente? at the Seventh Annual 
Conference on Research in Industrial Relations at the Cen- 
ter for Continuation Study of the University of Minnesota, 
June 11, 1951). 
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Suggest that the “highs” in status attitude tend to eval- 
uate their superintendent more highly than ¢o the "lows" 
(Pearscnian r, 23), Anether interesting conclusion con- 
cerning the influence of a work “climate” resulted from a 
(study by Fleischman of the effectiveness of o leadership 
training program in industry. His findings seemed to in- 
dicate that, under certain types of training conditions 
and within some work olimates, foremen are more management- 
econecious and less person-minded after completing a train- 
ing program in the field of human relations then they were 
before they started the course,-' 

Some of the general findinge of the work of the greup, 
as reported by Shartle in an addrass before the American 
Psychological ssociation in September, 1950, are as frol- 
lowes 

1, Leadership behavior can be described reli- 

ably and in such terms that behevier dif- 
ferences can be shown in quantitative terms. 


2, After patterns of behavior dimensions have 
been related to various criteria, tne de~ 





36 Thid. 


37 Edwin A. Fleisehman, "The Relationship Between 


Leadership Climate and Supervisery Behavier,” (Pr.o. Dise 
sertation, Ghie State University, 1991), p. i76. 


&1 








3. 


De 


38 





administrators! self-descriptiona sre inac- 
curate when compared to deseriptions by eub- 
ordinates. 

How the administrator perceives the ordering 
of individuals in our society, and his at- 
Yitude toward that erdering, are related to 
certain pheses of leader behavior as percelved 
by subordinates, The man who believes in wide 
differencee in status in our soclety or vice 
versa may show limited progress in changing 
certain Gimensions of his supervisery behav- 
{or 80 as these sratus attituies remain 
fined, 





Shartle, loc, eit. 
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The epitome of much of the progressive thought today 
concerning the nature of this abstraction know es leader- 
ship seems to find expression in the growing emphasis upon 
the science of human relations, In the field of business, 
of education, and even within the armed forces, the bulk 








of what is new in the training literature has to de with 
the development of greater cooperation at all ievels, more 
participation and better communication up the line, and a 
more thorough integration of both organizational and per- 
sonal interests, = 
In view of this definite trend toward person-minded- 
ness, the definition of leadership which was evolved for ( 
this study places stress upon voluntary cooperation by the 
followers, yet it allows for an externally-supplied geal, 
as this is usually the case at most levels in any military 
organization, The importance of the follower's attitude 
in the leader-led relationship is not a new eoncept, how- 
ever; it has always been recognized by students of military 
psychology. Copeland, after studying greet military lead- 
ers over the years concluded: “They were creat leaders be- 
cause ..,. they bad learned that men can be led only if they 


are Willing to be led; and they went out of their way to 
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make thea willing."29 This thesis holds that despite the 
recognition of this postulate too little attention has been 
given to it in the formal development of the naval officer, 

Certain human characteristics have been singled out 
which seem important in the make-up of a leader, by virtue 
of the fact that they have been found to be common to many 
successful leaders and lacking among many who fail to qual- 
ify. Among those traits are some which seem to apply for 
naval leaders and which may be strencthened through train- 
ing -- such as: technical knowledge, knowledge of human na- 
ture, & selentific trend of mind, and enthusiastic purpos- 
iveness, ‘Training in technical subjects is not being con- 
siderec by this thesis, though this omission is not made in 
an effort to detract from the importance of that trait in 
the naval officer, This study ia confined to the problem 
of development of those traits which heve a bearing on suce- 
cess in the control of human relations. 

It has been noted that the trait approach alone ignores 
the nature of the group, the situation, and the larger cul- 


ture -~ all of which are now known to play a part in the 


leadership production. Consequently, the dynamic approach 
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whieh recognizes different types of leadership traits Cor 
different situations in accepted for this study, and the 
ditions of leadership will be kept in mind in drawing up 
training objectives. This cenclusion agrees with that of 
Meier who applied the Law of the Situation to the military 
when he wrote: “In modern warfare leadership qualities must 
be recarded as relative to the situation wherein they func- 
tion, "40 

There is one note of caution which must be sounded, 
however, in drawing conclusions based upon comparisons be- 
tween ieadership in the military service and ‘teadership in 
other vecations. As Commander Harlow pointed out, "The 
most the leader in industry asks of his employees may be a 
little over-time effort, a small pay reduction, the post- 
ponement of an annual vecation until things quiet down, 
The most the Neval leader asks of his men may be their 


nae 


lives This is # baste and pervasive contrast which 





40 Norman C. Meler, Miiit Paychnol (New York & 
London: Harper & Broasa., 1943), p. i9l. 


4 

. A. Mason Harlow, "A Hew Look at Naval Leadership," 
nited States Naval Institute Proceedings, 76, November, 
950, Pp. 1213, 
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thesia readily accepts and affirms that limitation but is 
not satisfied to accept it es the only criterion for set- 
ting objectives for training of officers, The appraisal 
which follows in the ensuing chapters leads to the hypeothes- 
is that a development progras which encourases among offic- 
ers a “giving” type of follovwership and a leadership based 
upon open two-way communications and a scientific rather 
than a stereotyped trend of mind will reoult in a more ma- _ 
ture and even more dependable brand of obedience, 

The true goal of a leadership training program fcr 
officers in the Navy would seem to be the development of 
& mental attitude which lies somewhere between the sterec- 
typed trend of mind and the leaderless-group cencept of hu- 
man relations. Harlow spoke of the stereotyped version as 
“institutional” leadership and expressed the concert of a 
buman relations approach to naval leadership as follows: 
"The result of combining the personel with the inatitu- 
tional method of leadership will be the sclentific approach 


ne 


to the problem of human relations ... Looking at the 


other end of the continuum, there seems to be goed evidence 





42 rpid., p. 1223. 
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that the leacgerless-group concept alec tends to be an ex- 
treme. After his study of four Ohio sehool] adminizgtra- 
tions, Seeman found thet in thet setting there was a sub- 
stantial demanc for a type of leadership which is not of 
the "group dynamics" variety, and he coneluded that "the 
eurrent emphasis on group~centered, non-dcirective leader- 
ship expresses a point of view which is hichly segmental, 
class-typed, and status-commectecd, rather than common-Amer~ 
Lean, "3 
in swamarizing this analysis of the nature of leader- } 
ship, it is interesting to consider that Napoleon once said 
that the essential qualifications for a military comender | 
are his civil qualities -- foresight, power of calculation, 
adminiatrative ability, ready wit ... end, above all, knew- 
ledge of mon. It aleo seews appropriate to turn again te 
Barnard, who makes the following conclusion from his study 
of leadership: 
in any case, the important point is that. 

the qualifications of leadership, however dis- 7 a 

criminated and however named, are interacting Nonee 

and interdependent, We do not assemble thes 

as we woulce the ingredients of a sompound, yet 

we may suppose that different combinations of 

qualities preduce quite different kinds of 

leaders, and that the qualities and their com- 


binations change with experience and with con- 
ditions ,*4 


43 Feenmean, OP. cit., Pp. 45. 
ay Barnard, Op. cit., p. 102, 
4&7 
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Whether the proper conclusion is that leadership is 
such a complex abstraction that man will never be able to 
quantify it, or that the study of the nature of leadership 
is werely in its icfancy and that time will bring an anewer, 
{8s a question which this thesis cannot determine, Certain- 
ly in many human situations, as in the ene depicted in the 
following quetation, there does seem to be something God- 
like in the leadership formula: 


It is related that just befere the second day's 
fight in the vilderness, General Lee rede aleng 
the front of the Texas Drigade drawn up 
inspection, Cpposite the center of the brigade 
he tumed his horse and silently faced his men, 
Knowing that many of them were going to their 
death, tears filied his oyes, He 

in silence for a few moments, raised his hat and 
silently rode away. Then 
private sterppec from the front rank and, facing 
the ey eaid with the greatest emotion, 
"If eny cee of a eee here don 't — teday, 


will shoot him his tracks,* 
Such leadership is God-like and defies analysis, *5 


rie 
“h 


Complete analysis of such human respensiveness does defy 
analysis, Yet, this thesis must acsept the cconclusien that 
dynamic analysis can be successful to a substantial degree; 
that, within certain limite, leadership can te developed; 





45 Taken from the files on leadership training main-e 
tained by the author's father, the late Colonel James ¥. 
Little, Unitec States Army. 
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CHAPTER IYI 
THE NATURE OF LEARNING AND ITS APPLICATION 
introduction 
with particular emphanize upen the elements eppliceble to 
the development of military leadership. This will complete 
the formulation of a eubstructure upon which the appraisal 
of the case method of instruction may preveed. 





“Learning is defined by the paychelogists as any meas- 


urable change in behavicr that results from experience, Us-7— 


— 
‘=. 


ually we think of learning as change in @ man's behavior 


that involvea an imprevement in his performance , °2 Vote 


epeteretsiwrrs teen ne Te 


es tes cents tows 6 os ney of ee oS oe 
perience, both ef whieh seem to inaist upon active ratner 
than passive perticirstion in the learning process. Tead 
has said thet “real learning is eetual ability to nandle 
situations so as to secure a satisfactory ocutcose;s and such 


ability is acquired largely by the actual experience of 
















“ Hencdook of Thuan § 


eers (Tufts College Inst! fer Applied Srperimental fe 
chology, 1949), Part IX, Chapter I, “eetion I, page 1. 
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handling them."* Here, improvement in problem-solving ab- 
i1ity 1s called for, and again active participation te ene 
couraged, This study will employ a concept of learning 
ice cute Otte Um Steam, ab is ee 
will be appraised in the light of this coneept. 





"The three operations involved in learning are: ac- 
quisition, retention, and transfer," Some educators might 
even reduce these to just acquisition and tranefer, fer 
they contend that one does not really learn unless he re- 
tains the knowledge transmitted. This thesis will not ac- 
eept quite that extreme an attitude; it will, however, ac- 
cept the contention that the active learning technique is 
more efficacious than the passive, and that a high perman- 


ent retention quotient must be evidenced 





behavior in order for the process to be considered true 
learning. In this regard, the Tufts Cellege group of ex- 
ee 

perimental paychologistse concluded from a study of acquisi- 
tion precesses involved in the learning of the phonetic al- 


phabet that the active participation method was signtificant- 
Svemy Tead, tuman Net. and Management (New York 
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ly superior." It 1s also interesting to note at this peint 
that a recent appraisal cf the case method had this to say 
about the nature of learning: 


The student (must) beceme active in the 
absord coctrina as it {s handed down by 
authority. Students must be given more respon- 
sibility fer making up their mines ebout 
What they see and hear. 

Much of the responsibility for learning rests 


with the student ... it cannet be upen his 
even by the most senlous instructer. 
The “active participation™ teehn has given rise to 


the “learn by doing" school of thought. ‘There seems to be 
little 1f any objection to the notion that one learns by 
doing. yet gt the same time there are some very serious 
fallacies to be avolded in applying this principle. sonn 
Dewey has sai¢c, "We do not simply learn by doing, we be- 
come by doing, "© Put since there is no assurance that 
throuch mere deing we will become what we should or would 
like to become, it 13 of utmoat importance that we consider 





* oid,, Part IX, Chapter IZ, Seetion I, p. 3. 
> Merl A. Roedecker, "The Case Methed of Instruction,” 


Collegiaie News and Views, Vol. 5, Number 3, Mareh 1952, p. 1. 


. Jerome Kathangon, J | (New York and London: 
Charles Seribner's Sona, 1951), p. 117. 
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wore than Just the doing, por se. Hurd's revision of the 
"learn by doing” phrase, namely, "You learn to de by pur- 
posing, planning, doing, end evaluating,"? weuld seem to 
provide a Buch more Cesendable basis for establishing train- 
ing objectives, 

Retention may S&S considere? as a measure of the ef- 
ficiency of acquisition, Ineofar as meaningful learning is 
concerned, both acquisition and retention seem to be a funce 
ticn of understancging., Cronbach haz peinted out that: 

studies of forgetting ... show that facts which 

are little understood are quickly dropped from 

tne mind. Attitudes and changes of thinking 

habits are usually found te be much more iast- 

ing we. resuits .., indicate that the lasting 

changes were primarily in ability to apply 

principles oo and to drav conciu- 

sions from da 

Transfer has been defined es “the influence of previous 
experience on current leerning performance .*? In order for 
the vercentage of transfer to be high there must be a high 
degree of comparativity between new material to be learned 


and the experience background of the learner, In other 


7 Archer W. Hurd, "Do You Learn Te De By Doing?", The 
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words. “the learning ef one skill will assist in the per- 
formance of a second skill to the extent the two skills 

have components 1a comen."!° tne fund of knowledge and 

skills which any one individual is able to amass, seems to 
be a composite of what he can transfer and apeerb frem his 
interactions with others plue those original centributions 
which he is able to Synthesize oyt of his own experiences. 
The practieal value of this sharing precess is atteated to 
by the application in the businesa werld of the multisle- 
menagement principle, Charles P. MeCormick spoke of the 


generating power of such a system as follows: "New ideas 
are usually a synthesis or outgrewth of several coneepts 
which we have gathered from various sources. Cur wiedon is 
the result of our own personal experience amd the collec~ 
tive wisdom of tne ages."24 


=) 


One legical resultant of the active participation can- 





cert, when applied to 3 practical learning situation, is 
some fors of stwihent-centered methodolocy rather than a 












10 yaval aderahip (Annapolis: Undted states Naval 


Institute, 19 > Pe 125. 
21 Charles P. MeCormick, The P of Feople 
York: Harper & Brow., 2999), p. 28. 
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teacher-centered approach. In the educational field the 
revolt against the traditional pattern, brought about by 
the acceptance of this postulate, has found expression in 
the formation and propagation of theories such as “progres- 
sive education” and "group dynamics." This study will make 
no attempt to evaluate any of these doctrines; attention 
will be given solely to the elements therein whieh might 
apply to the development of leadership. 

The process of learning which takes place in a student- 
centered classroom has been explained by fogers in the fol- 


lowing menner: 


To one who is used to hichly organized class- 
room presentations, the cdiscusaion may seem loose, 
may appear to jump frem topic to topic, This is 
certainly true, but it 18 prebeble that this fluid, 
exploratory, even confused type of advance is more 
deeply cheracteriatic of learning as it cceurs, 
then the dead syatematization of learning after 
the fact, One of the things we heve learned as in- 
structora is that if the leader is uncomfortable 
at leaving iseues “wp in the air” and tries to 
achieve closure by some type cf summary and con- 
clusion at the end of disexnssion, this provides 
some relief for the group, but effectively stops 
any need for further thinking about the subject. 
If, however, the leader can tolerate the uncer- 
tainty, the divided views, the umresclved issues 
which the group has breught out, and if the class 
hour (and indeed the course) is ended without any 
attempt to boring an artificial closure, then the 
individual members of the group carry on very 
vital thinking outside of the class hours, The is- 
sues have heen raised, some of thelr former con- 
eepts and gestalts have been unsettled, they need 


25 
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pecoming a fixed point, a barrier to future 
learning, it is ins merely a step, ed 
station on the road to future learning, 
This discussion indieates that although the student-centered 
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seem to offer better possibilities for inspiring self-gen- 
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erating thought in the learner than do the more convent ion~ 
al forms of teaching. 

In regard to proven results from the use of the pro~ 
gressive methods, it has been found that, "in intellectual 
gains as measured by objective testa, the student-centered 
class showed equal or slightly better learning than the ine 
structor-centered class."4" In some individual cases, howe 


ever, negative resulta were noted. It was concluded that, 





12 carl R. Rogers, Client-centered Therap; 
New York: Houghton Mifflin Cc oS" o5, 


13 






Ibid., Pp. *%25. 
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"students who are relatively well adjusted approve the meth- 
cd, and utilize the experience, doing more than en ordinary 
amount of reading for the course. The more poorly adjusted 
students tend to prefer a class in which the instructor 
gives the direction.*)* as a final appreisel, "Gross con- 
cluded that ‘Cantor's method does encourage the development 
of insight on the part of a majority of atu@ents, though it 
may fail to reach a certain minority of every cless',"?5 








In orier to understand the operational aspects of 





learning, as applied to a practical situation, 1% is neces- 
sary to give some thought to the various levels of mental — } 
functioning. Ress has defined these as follows: 


eos. Knowledge may exist and function on at 
Le2s% four different levels. The lowest level 

sion ... reading vocabul- 
any. : 


speaking and writing cocstuiumy. A ati. 
level involves the ability to interpret and 
evaluate, At this level the learner must have 
@ gurficitent understending of the material to 
be able to see it in its relationships to other 
things. The exercise of discrimination and Judg- 
ment is implied, The highest level of all in- 

— eI Sion. The person who is able to 

Tie -4on acquired in one s“%tuation 

and who abe it to the intelligent solution 























14 Thad., p. 4Bh, 
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true mastery. 


Donham, in making the following statement, seems to 
have concluded that studies in the humanistic field must 
call upon the two higher levels of mental funetioning: "we 
must recognize that one of the great dividing lines of hu- 
men knowledge and experience is passed when we leave the 
certainties of natural science and enter social and human- 
fatic fields where rapid change, uncertainty, the unknown 
and the unknowable and, above all, human interactions, 
become dowinent factors."?! as this thesis is concerned 
primarily with the development of those qualities which 
have a bearing on success in the control of human relations, 
those two higher levels will be the only ones considered, 

It is to be noted from Ross! definition that in order 
to operate at the level of interpretetion and evaluation, 
the exercise of Judgment is implied, According to Nathanson, 
Judgment is “the intelligent understanding appraisal ef 
eonflicting values, the ability to permeate to the heart of 









16 Ge C. Ress, 
York: Prentice-Hall, 
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@ problem in terms of its human import."15 appraisal of 
conflicting values naturally calle for the examination of 
pertinent facts. This in turn demands an answer to the 
question, "What is e fact?" One definition which appears 
sounxi defines a fact as “a perceptual relation between an 
observer and an event or object he 1s ebserving."2? This 
might be enlarged to include the idea that the event, ob- 
ject, cx statement in question is not a fact unless per- 
eeived as such by a statistically-sound majority of observ- 
ers, Yet this leaves the definition of statistically-sound 
open to varying interpretations. A reasonable sonclusion 
seems to be that even so-called facts owe thelr existence 
to inéividual human interpretation which is subject = 
changing and unpredictable cuiture influences. In the field 
of human relations this conclusion appears to be particui-~- 
arly valid, 

Nathanson has previded a valuable disaussion of ea 
prageatic method for idea analysis, with a view to develop-~ 
ing guiding principles or generalizations: 


What is the test of whether it is a good or 
sour idea? .... It was @ good idea if it actwally 





18 wathanson, op. elt., p» 116. 
15 woval Leadership, ep. cit., p. 8. 
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(ledge, Ross explanation calle for the intelligent solution 
of problems ina new setting. It was pointed cut in the dis-~ 
eussion of leadership traite that one’s intelligence seems 
to be constant. The question which neturally follows, 
then, is: "What is the purpose of formal education?” Tead 
contends that the purpose of education is "to supply data 
for problem-solving, to place before the individual the | 
tools of scientific inquiry and rationel reflection ... to ; 
supply motives for the exercise of intelligence on a wider | 
range of behavior problems ,"@1 

The process ef sclentific inquiry seems worthy of fur- 
ther attention in the analyais of the art of decision—mak- 
ing. "Any man who ean learn and apply the general procedures 





” Nathanwen, op. cit., vp. 43. 


= Tead, op. «it., gp. 7S. 
GO 





eee : 
roMimiae Mm Ltmnt 8 Wo ALbm mater ‘em om 
~alb ott af ime Redatoy aan 21 cuban me 4 nt mide th 
ERs nemepL IIRL 8am Fass od time Clinrwtem! De cee 
smmitint: olimedas Aula tatreny my -tastemn ai of 
(2 ee nee 
2 opm OF Af waLennmn *e Sto! A) AAMT Ameer 
ot Laat At le nto enadly ot pre meetin “we? 
Foo, maven yen Lammita bas euhepR otICaumiae Ye eivmd 
Waite 6 oo semmmtlindat Se mucirae wet og Hy Idem ete 
1) senha satveed is agen 

<i We VET Ome CREE) HEAP HRI Ye pee Act 
i~tsbabesh ts 58 wt Se eferfews wll al wubtertun mets 


ome LPapmy he Ghee ime Pee et As ee yet le! 








4 ee oo 


oT Pz o-€22 ‘8 a a 
on 


cr 


end the general point of view of the scientist is very like- 

ly to be a better solver of problems."** In regard to the 

use of reasoning in the e¢ucationel process, Tead has said: 
side SEURRSS of the sdwenttone meted 18 the 


vee the way to carry on the educations! pro- 
he et be gC 





taking the ready made cone 
2s his own. 


Furthermore, he has listed the steps in the reasoning pro- 
eess as follows: 


1. Recognition 

2. Acewnulation of 211 pessible data 

3, Classification of ail data inte significent 
groupings ... which supply clves as to the 
probable nature of the solution 

4, Formulation of e tentative solution 

5. Testing ef solution in action ak 

6. Adeption ef solution as a working method 


That this sclentifiec reasoning proceas has direct applica- 
tion to the naval officer's problems is attested to by the 





2 Maval Leadership, op. cit., Pp. 4. 
23 Tead, op. eit., p. 5. 


2% ead, op. cit., p. 8%. 
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method has a large significance for the leader of men, be- 


sates Qe) tb ceinas nt Samm ano ieend Sut fs lel 


P-  omcoes 


o- 


telligent non-scientist and (b) the method yielé good re- 


sults when applied to problems of human behavior, "*> 
It ie axiomatic that the more different ideas and 


sources of knowledge bearing on a problem which are weighed 
in the seientific process of arriving at a solution, the 
better the chances will be that the solution will be valid, 
This creates a demand for a free interchange of ideas through 
two-way communication, When this eencept is applied to the 
field of executive leadership, it takes on even greater ime 
portance, in that it enhances the feeling of belonging which 
is so essential to the morale of the follower, This thought ( 
was expressed by Given as follows: “One of the fundauentals * 
of all sound education 1s to bring about a free exchange of \ 
ideas among individuals, This principle is also basic in 

the teaching process in business, for such an exchange of 
ideas draws out each individual, atretches his thinking, 


and gives his the sense of being part of the management , "26 


°> Maval Leadership, op. site Ps 3 
26 walliam B. tren, | ; 
Harper & Bros., 1949), p. 2 
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Instructional Teehnigu 

What techniques are used in the field of education, 
and of business, to satisfy the needs of the learner? It 
is not of interest to this study to attempt to define and 
discuss all teaching techniques and methods mich are on- 
ployed, What is desired is the formulation of a concept of 
@ general framework of methodology which would seem to sat~ 
isfy the objectives defined by the nature of the learning 
process, 

It is readily apparent that much of the methodclogy 
used in conventional educational programs does not answer 
the probleme presented in the process of learning, "“Gen- 
eral education, even professional education on the collese 
level teaches very little about how to meet new situations, 
how to learn from experience, or how to educate oneself. 
The emphasis is placed on learning the right answers and 
then applying them as needed,"*! che trend is definitely 
away from the atandard lecture sethod, but overall progress 
toward methods emphasizing active participation has been 





27 Thums 8. Nelson, “How pone, Can Help Menage- 
i rer Boars M it Record, Vol, Zil, 
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slow, Metcalf noted over a decade ago that “modern profes- 
develop habits of mind upen whieh ability rests,"@° yet, 
even a cursory investigation of instructional procedures in 
use today at all levels of formal schooling would prove 
that only a fractional part of the whole area bas made sub- 
stantial progress away from the cenventional pattern, 

in defense cf some of the conventional precepts, how- 
ever, it is well to note that some recent studies indicate 
that the lecture method should not be discarded completely; 
amore judicious use is probably the anewer. In one in- 
stance, "analysis of above-average and below-average stu~ 
dents showed superiority of lecture method for high group 
and discussion wethed for low group ... Mean changes between 
initial ané final objective test scores on course subject 
matter show clightly more knowledge was acquired through 
discussion than through recitation."“? A somewhat similar 








gincers, op. eit.> Fart TG Cnaptel 
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eonclusion by Vispe, drawn from the findings of a very in- 
teresting research study into the comparison of "directive" 
vs, “permissive” teaching methods, vas that “for the better 
otudents there wasm clear-cut superiority im learning at~ 
tributable to either of the two teaching methods, but for 

climates which placed emphasia upen preparation for objec- 
tive testing. 

These conclusions are important to consider in any 
discussion of the relative merits of different teaching 
methods, However, sinee objective examinations will net be 
included in the leadership development program proposed by 
this study, these conclusions do not hold for such a pro- 
grem. As will be pointed out in a later chapter, the priv 
mary training objective which will be recognized by this 
thesis will be the development of personel insight and the 
ability to understand anc solve problema in the field of 


human relations. 





3 Lauren Wispe, “Evaluating Section Teaching Methods 
in the Intreductory Course,” (Ph. BD. Dissertation, Harvard 
University, 1950), p. 16. 
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Researeh studies in the actual mechanics of teaching 
involved in the management of learning practice which must 
be recognized if maximum learning is to take place. These 
will be discussed as steps to precede practice and as prin- 
ciples involved in the management of the actual learning 
precessa, 

There are three pesic stepa which should preeede the 
actual teaching process: °1 

1. Motivation -~ inciting the will te learn 

2. Orientation and mental set ~~ transmitting an 

understanding of the objective and the processes 

3. Environment -- provision of preper physicel sur- 

reundings 
These steps will be cisoussed at length when tie case method 
program for leadership development among officers in the 
navy is presented in e later chapter, 

Gne special aapect of motivation should be mentioned, 


All of humanity has a tendency to refuse to consider an 








=) Handbook of Human Engineering Data for D 


gineers, op. cit., Part IX, Chapter II, Section 1, p. 1. 
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idea solely because it is new, Adults are particularly re- 
luctamt te have their custowary routine of habits, attitudes, 
and opinions disturbed, "The more formal and obviously acad- 
emic is the set-up of plans to foster executive learning, 
moreover, the more difficult is the process likely to be, 
It is a natural matter of self pride with adults and spec- 
inlly with those in positions of some sutherity that they do 
not neet to learn,”3° if properly motivated, there is no 
reagon for them not te be successful in the learning pro-~ 
cess. Medern psychologists agree that up to forty-five 
years of age the speed of tho learning process is only very 
slightly affected ty age. °3 

In motivating adults to learn, the new idea should be 








made to reer as much like the present view as possible, 
What has been said previously in this paper coneerning the 
nature of transfer of learning must be given special empha- 
sis when the studente are mature adults, In addition, em- 
phasis on the idea of "development rather than "training" 
will aid in the motivation of adults. Mace found in his 





32 wead, op. eit., p. 72. 
33 qhad., p. 226. 
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study of executive development programs in industry “ample 
evidence to support a conviction that a majority of people 
in an organization resent ‘training’ approaches whereas 

they readily accept efforts to help them grow end devel- 
n34 

eration the following principles: 


1. If the task can be set up to make the learn- 
er participete actively, learning freceeds 
more effictenthy. 

2. The learner must: first look at the whole of 
the taak to be acquired, 

3. Nature of the material -- the location of a 
task with respect to these dimensions (motor- 
verbal complexity, and rste-problem solving) 
influences the manner in which 
tiens regarding practice should be applied, 

4, Reward and punishment -- the learner should 
always know how well he is doing. Eewards for 
good work and/or ities for peor work sre 
somet mes effective, 


Op. 






For a practical application, it is interesting to note 
that Wiepe found thet "good teaching" is characterized by: 
(1) short expositions on points aa they arise in the dis- 
eussion rather than leng lectures; (2) an inferwal type of 









34 Myles L. Mace, The G h_an 
utives (Besten: The andever Press, c 
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humor; (3) directive-type, specific questions; and (4) en-~ 
couraging, and allowing time for, student participation, "» 
As @ result of the investigation into the nature of 
leadership in ehapter II ef this thesie, it was concluded 
thet there are certain human qualities which seen import- 
ant in the make-up of a leader -~ such as knowledge of hu- 
man mature and a scientific trend of mind -- which, i 
ture, seem susceptible to growth end development through 
training. There have been noteworthy opinions expressed by 
both the business and military leaders which add eredence 











to this conclusion, 

Donhaw expressed the opinion more than once that 
"skills useful in understanding and handling men wrich will 
serve in many situations can be developed.”37 The late 
Admiral Forrest fF. Sherman said, "I comour that we can take 
average young men and, by proper treining, develop in them 
the essential initiative, confidence, and magnetism which 
are neceasary in leadership, "2° General ©. 5B. Cates, when 


36 Wispe, Sp. Git., Pe 32, 
37 ponham, op, eit., p. 257. 
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Commanéant of the Mariwe Comps also commyuted on tails ques- 
tion as follows: “Inberent ability cammet be “astilied, bat 
that which is latent or dormant can be developed, ther 
ingredients can be acquired, They are not easily tauht or 
easily learned. But leaders ean be and are made." 
Despite these seasoned opinions, {t can not be positive~ 
ly concluded that leadership can be developed in any pert- 
iewlar individual by any process known teday. On the cther 
hand, there is no reason to believe that any appreciable 
harm will be done through attempting to bring ebout e pur- 
peseful change of behavicr in those individuals whe exhibit 
the inherent qualities which have been singled owt es typic- 
al ef one who has high leaderahip potentiality. Im fact, 
sinee the bulk of opinion snd moat of the pragmatic reeults 
of tests have indicated that wany individuals do ac 





me 


tapwove tte ability te teed others as a result ef oun 
_ Selous effort toward that goal, there seems strong justifi- 
eaticn for a formalized attewpt at such development. 

if an organized ieadership development program is to 
be designec, what faoatera should be considered in determing 


ing ite structure? How can the “givine” type of fellewership 
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and a brand of leadership based upon open twoeway comsunica- 
tions and a scientific trend of mind be instilled in a naval 
officer? The objective of such a program would certainly 
inelude the molding of a mental attitude whioh, though always 
mindful of the primary importance of attainment of the mili- 
tary objective, could at the same time accept and encourage 
a free interchange of ideas and attitudes, and which would 
employ an openemindec, scientific problem-solving approach 
in the process of decision making. It has been gaid that: 
The modern leader in these days of tremend- /j 
ous technological developments ané rapid changes 
in non-material culture, must be adjustable to | 
ehange. The inatruments of war change. Military 
problems change. In any group in which a leader 

may be involved, the social atmoephere, the 

etete of morale, the psychological constitution 

wili change from day to day end week to week and 

war to war. The leader who attempts to deal 

with this pervasive change in terms of set at- 

titudes, erystallized answers, fixed habits of 

thought and action » likely to achieve 

the acme of success, 

A free interchange of ideas can not occur when the 
leader is unwilling to maintain en elasticity of mind which 
will allow him to reshape his concepts as a result of syn- 
thesizing from the total supply of human knowledge avail- 


able to him. “Lack of receptiveness to new ideas, particu 
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Javal leadership, op. ¢it., Pp. 22, 
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larly those of one's subordinates, may seriously vitiate 
one's leadership effectiveness, Ability to make effective 
use of his staff is an important measure of the value of an 
officer in a military organization, Effective use of staff 
and a closed mind are not compatible concepts."*! nis 
open-mindedness must even go beyond one's own "starr"; it 
wust encompass the external as well as the intermal culture 
whieh influences the minds of followers, Seeman concluded 
that "if we are concerned with teaching subordinates or 
leaders something about expected changefulness in the lend- 
er, to do an adequate job it appears we would have to be 
prepared to deal with (or, at the very least, accept change 
in) a wider set of etatus~oriented attitudes concerning ex- 


tra-organizational affairs"? 

Bogardus coneluded almost a decade ago that “the de- 
velopment of leadership depends on studying situations and 
on acquiring skill in centrolling them.""? Tnis demands a 






(Chicago: The University of | 7 F 
43 Emory ©. Bogardus, Leade 


York and London: BD. Appleton-t ent 
Pp. 269. 
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scientific approach to humanistic problems -- a concept 
"The naval officer, if he will invest the effort necessary 
to understand scientific principles ané to learn a few of 
the scientists’ skills, can become a more effective handler 
of men,”*4 
Summary 

In this analysis of the nature of learning a concept 
has been accepted which views learning as a change in be~ 
havior, evidenced by improved ability 
and resulting from active participation in the learning 
process, The three operations involved in the process are 
acquisition, rete tion, and transfer; in the performance of 
these operations the doctrine expressed by "learn by plan- 
ning, purposing, doing, and evaluating,“ seems to provide 
the best basis for setting training objectives, Retention 
appears to be best exhibited by the lasting quality of 


s =) 


r 





ability to apply principles to new problems and draw cen- 
elusions from data. Transfer of leerning is propertional 
to the exte== to which the skill toa he learned has compo- 


nents in common with a possessed skill. 





Naval Leadership, op. cit., p. 3. 
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One logical method of answering the demand for active 
participation is the student-centered technique of instruc- 
tion, In this process the instructor does not attempt to 
achieve closure at the end of every session; instead, he 
telerates divided views, thereby providing a step rather 
than a barrier to future learning. Tests have indicated 
that though this method is slower than conventional methods, 
and though some poorly~adjusted students may even achieve 
negative results, it seems tc offer better possibilities 
for intellectual gains among the well adjusted students 
and does encourage the development of insight. 

Suaiedys ty tigen to exist and function on four 
different levels, the higher two of which are ability te ; 


interpret and evaluate and ability to apply information ac- 
quired in one situation to the inte | solution of prob- 


leme in a new setting, Studies in the humanistic field 
seem to call upon knowledge in these two higher levels, In 
the process of evaluation, Judgment -- the intelligent un- 
deratanding appraisal of conflicting values -- must be ex 
ercieed in separating fact from fiction, Yet the procedure 
of establishing an item as fact seems to be subject to the 
perverse whims of unpredictable culture influences; this im- 
permanence raises a serious doubt coneerning the validity of 
Th 
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any so-called laws of human relations. The beet compromise 
appears to be the use of pragmatic tests of results as a 
means of determining guiding generalizations, to be cen- 
tinuously tested in each new situation. 

Two aims of formal education are the supplying of data 
for probles-solving and training in the process of scientif- 
ic reasoning procedure for attacking the educational matter 
to be mastered, The scientific method has special signif- 
leance for the naval efficer when applied to his probleme 
in the field of human behavior. 

Found edueational practice demands a free interchange 


ann 
ij _— ww oer 


of ideas and an open-minded attitude on the part of the 


oe 


learner, This frame of mind 1s especially iumpertant to one ' 
in the executive ranks because of the sense of belonging 





whieh it imparts to the follower, | 

It is apperent that many instructional techniques in 
use today do not satisfy the “active participation" concept 
of learning. Although some recent studies indicate that the 
were conventional methods, such as lecture end recitation, 
produce better learning under certain conditions than do 
more progressive methods, the trend is definitely toward ac- 
ceptance of the more permissive techniques tn both educa-~ 
tion and industry. 
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should precede the teaching process -- motivation to learn, 
orientation toward the objective, end provision of the 
with theteaching of adults, it is particularly important 
to give special attention te the problems of transfer of 
learning and to emphasize the idea of development rether 
than training. Proven principles of good teaching -- such 
as planning for active participation by the student, ex~ 
hibiting an informal sense of humor, the use of suitable 
rewards for progress, and the use of directive discussicn 
questions -- must be fellowed in Cormulating the instruc- 
tional tecimique. 

There is substantial agreement that leadership can 
be Geveloped in one possessing the proper potentialities. 
For such development, it seeme appropriate to conclude as 
@ result of the foregoing analysis of the nature of leader- 
ship and learning that what 1s needed is an instructicnel 





technique which places emphasis upon the scientific methe 
of reasoning and the development of insight and problem- 
ee 


solving ability. 
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CHAPTER IV 


the purposes of this thesis as “an instructional method 
which places primary emphasia upon development of independ~ 
ent thought and responsible judgment through student-cen- 
tered conference discuesion of the facts, opinions, pre- 
judiees, and possible solutions to specific problems which 
are crystallized out of selected case studies by the joint 
efforts of students and cenference leader.” In this ehap- 
ter, the nature of thig teaching technique will be examined, 
followed by @ brief summarization of its characteristica 


and limitations, 





It 1s generally agreed that the technique of teaching 
through the wse ef eases was first employed formally by 
Prefessor C. C. Langdell in 1871 at the Law School of Har- 
vard University. He introduced the use of written setual 
court opinions as the main context of the course of study, 


sis on discussion in class. The Encyclo- 





with special emph 
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tion in 1906 by Dector Richard Cabot, who published in that 


year his book on Case Teaching in Medicine and began the 
use of cases in his classes at Harvard Medical School.” 


During World War J engineers were trained for military ser- 
vise at Camp Humphreys in a program which employed a ver-~ 
sion of the case method,” In the early Twenties the Grad- 
uate School of Business Administration at Harvard tried out 
a problem solving form of case method ard secon converted 
all cf its courses to this type of instruction. In 1924 
Folan statec that there were case methods for the study of 








‘ E.R.A. Seligman, ed., Encyclopedia of t oda) 


2 aretas ¥. Nolen, “The Case Method in the Study of 
Teaching with Special Reference to Vocational Agriculture, ” 
(Ph, D, Dissertation, University of Illinois, 1924), p. xi, 


. Ibid, 
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eivics, of ethies, ef economics, «f the secial sciences, of 
ecucational psycholosy, and of the ministry." 

By 1935 a form of case method had been applied to the 
study and teaching cf psychiatry; Strecker and Thaugh's 
Prectical Clinical Peyehiatry for Students and Fractition- 
ers is an example of one of the first texts which used the 
ease appreach.? Long before that, however, the case method 
-- generally referred to in this instance as the "case 
study method" -- had been used extensively for research and 
Giagnosis where the lmmedicate aim was treatment of some dis- 
erder in an individusl. Furthermore, case studies were giv-~ 
@n considerable attention in the field of secial work as 
early as 1869, when Octavia Hill recognized the need for 
more than a recom’ of relief as a result of a social work- 
er's activity.° 

In the mid-1930's the demand for case material began 
te grow among the teachers of public administration. In 
1934 the Comsittee on Public Administration of the Social 





* maa. 


3 Stanley S, Marzolf, “Problems in the Use of the 
Gase Method,” (Ph. D. Dissertation, Ohio State University, 
1937), Pp. 33. 


. Ibid., Pp. 35. 
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the educational institutions. This work, aided by a grant 
from the Carnegie Foundation, culminated in a series of 
cases which were put into circulation in lithograph form in 
1945, These were compiled and published in beok form in 
Program and the editorship of Harold Stein,? 

It is difficult te determine when the case method was 
Cirat employed in industry. It i9 known that as early as 
1938 Armetrong Cork Company was using cases in ite formal 
supervisory training program, and that a “cease movie” was 
prepared by them to use in thet program in 1940,° Since 
that time many other companies have used various forms of 
the case method in their supervisory or executive training 
programs, andi there is definite indication that its use 
will become wuch more widespread in the near future, 








7 wereld Stein, ed., Public Adm! 
Development (New York: i 


8 This movie was the fererunner of the eurrent Me@Grav- 
Hill Beok Company zeriea, titled “Human Relations in Super- 
vision.” See Appendix ¢C for exeerpt from letter from the 
Training Director of Armstrong Cork which describes this 
progran, 
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The use of cases for organized instruction in leader- 
ship is not new in the United States Nevy either, Prior to 
World war II leagership was being tawsht at the Naval scad- 
emy by experienced officers through seminar discussion of 
human relations incidents recalled from their personal ex- 
perience. In 1944 the Bureau of Naval lersonnel published 
a pamphlet entitled, Manual for Practical Gevelopment of 
Leaderehip Qualities, in which a case approach was recom- 
mended, Furthermore, in 1949 the Naval Academy compiled a 
textbook for midehipmen, Naval Leadership, which described 
@ case method of teaching and provided forty-nine leader- 
ship situation write-ups. 

It is obvious from this brief review of the case method 
that it is not a new technique, nor has it been confined to 
any Gingle field of endeavor, Aather, it seems to have 
found use in almost every area in which the procese of learn- 
ing has taken place. This study will be concerned solely 
with the use of the case method as a teaching teehnique ap- 
plied to the social sciences; case studies and case histor- 
fes are of interest only insofar an they play a part in the 
process of teaching through the use ef such cases. 


Theory of the Case Method 


"The case method of instruction is peculiarly adapted 
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to foeus responsibility for learning upon the student ... 
it is the process of arriving at the "answer" in which each 
student participates personally that is the important fac- 
tional metheds.”? It has been pointed out previously that 
there are many different versions of the case method. Even 
ease method is used exclusively there 1s no unanimity of 
concept or methodology. In actual use, the method may in- 
volve the ciscussicn in class of a case read in advance -- 
with or without 2 prior write-up by each student -- or it 
may mean werely submission by the student of a write-up of 
the case for coument by the instructor. 

There seems to be substantial agreement among those 
authorities who have written about the case method, that it 
wust place empnesis upon etudent-centered activity anc em- 
ploy a scientific problem-solving procedure in order to 
realize maximus effectiveness, The wnderlying theory of 
this type of precese will be discussed first; then atten- 


tion will be given to the points of variance between dif- 





> Karl A, Boedecker, “The Cease Method of Instrue- 


tion,” Collegiate News and Views, Vol. V, Number 3, March, 
1952, Pe 2. 
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ferent schools of case method thought. 

Dean Denham, former dean at Harvard Business Gohcool 
swenarized the student-centered nature of the case method 
as follows: "The essential fact which makes the case systen 
eee Om Oducational method of the greatest power is that it 
arouses the interest of the student by making him an active 
rather than a passive participant.”?° ‘he active participa- 
tion concept has such high face validity that it might seen 
tee otvious to dwell upon, Yet experience with convention~ 
al teaching methods has shown that such dynamic activity on 
the atudent's part does not arise automatically, It must 
be specifically previded for in the teaching process and 
continuously drawn out in practice, 

In the case approach the students are given not 4a set 
of abstract laws to memorize or criticize, but rather a 
collection of raw materials taken from a real life situa-~ 
tion cut of which they can usefully draw conelusions and 
rules for future action, Furthermore, the confidence thet 
the student can be given through offering him the opportun-~ 








10 Wallace B, Donham, eae quoted by Charlies I. Gragz, 
in Kenneth R. Andrews, ed., Th | i 
Helationes anc Administration (to be published 
Le 
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ity and actually expecting him to make contributions to the 
understanding of the group is a powerful encouragement to 
efrort.11 nis effert will not be expended, however, un- 
less the proper climate is provided in the clagsroom to re- 
ward such effort. The student must feel free to put forth 
cule from the instructor. Intrinsic value is recognized in 
the thoughts and contributions of every member of the group, 
and a sense of sharing is engendered rather than one of 
mere absorption or grade-seeking recitation. "fhe valuabie 
art of exchanging ideas with the object of bullding up some 
mutually satiafactcry and supericr notion is cultiveted. 
Such an exchange stimulates thought, provides a lesson in 
how to learn from others, and also gives experience in ef- 
fective transmission of one's own ideas,"2° 

An interesting insight into how the case method an- 
swers the demands of the learning process hae recently been 
given by Dr, Karl A, Boedecker; his conclusions resuit from 
actual experience in teaching business administration at 





12 ypaa., p. 2. 


= Ibid., p. 6. 
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Michigan State College.t5 we feels that students must be 
motivated from within so as to be receptive to stimulation, 
as businessmen facing a real preodlem. Vicarious though tne 
case experience may be, it represents a useful means of 
learning by doing; cases provide incentives because they 
are reports of real problems involving real people, Further- 
more, the students muat recognize a goal toward which action 
ily attainable. The immediate zoal provided by cases is 
the "solving” of the problems expressed, and the fact that 
the cases are authentic reportings which offer no simple 
Single-solution vantege point provides the barrier which 
acts as a catalyst to the learning process, Finally, the 
students must have an opportunity to establish firmly in 
their mincs what they have learned, The case situation pro- 
vides an immediate need for useful information applied in 
the proper context; the necessity to reach a decision and 
ehooge a course of action in case after case provides the 
practice by which students develop discriminating judgment 





13 Karl A. Boedecker, op. sit., pp. 4-G. Por a per~ 
sonal comment by Dr. Boedecker concerning the value of the 
gase methed see Appendix A, 
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anéd fia in their sinds the learning which ts truly eeaniug- 
ful. 

The type of case method which is being eppraised by 
this study is by nature a problem-solving procecure. But 
what of its relationship to the selentific method; coes it 
satisfy the requisites of that process cf reasoning? The 
logic to the process of observation of instances and craw- 
ing of inferences therefrom."2" an instance is a single 
oceurrence of a phenomenon having a definite quaatity and 
a definite association of variables; an observation is ac- 
complished by the medium of the senee organs and instru- 
ments contrived to supplement them -- 1¢ is perception, a 
psycholegical proeese; and inferences are judgments of re- 
lationship based upon observations .*° 

The aim of the sclentific method is the reduction of 
the great variety of natural phenomena to order and system 
by the development of an ever-widening sespe of concepts, 
The conceptual pattern which guides this endeavor is that 
of causality; the witimate aim is to determine cause and 





- Marzolf, op. cit., Pp. 25. 
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effect relationships.!© It 18 important to keep in mind 
that apparent cause quite frequently varies considerably 
from true cause, When certain restrictions are placed 
upon the reasoning process the "common sense” answer to an 
observed instance may not satisfy as a valid inference. In 
other words, through the scientific process of reasoning 
@ generalization can be developed, the verity of which 
will rise above the bies of personel and local culture, 
prejudice, attitude, ignorance, etc. 

Effective cease method procedure calls fer an ordered 
sequence of thought toward the solution of ;roblems and 
the consequent formulation of generalizations, It can and 
should follow the steps of the acientifie method, but not 
all versions of the technique do. When the scientific pat~ 
tern ie followed, the studente analyze the case until the 
underlying problem is recognized; facts pertinent te the 
eause of this problem are then singled out, evaluated and 
organized into a meaningful sequence, with due regard being 
given to such influences as prejudice, tradition, cultwre 
influence, etc, Based upon these evaluated facts 2 possible 


Bolution to the basic problem is hypothesisec, and probable 





16 Tbid., p. 16. 


Me ak eet ee onarwowes ob tt ctenareton sree 
Viewsehbome eutaer Giimegren) elise wun Mertaeee dna 
Seely 91k MOINES wideweD oH) .ceuee mee mes 

7 .wemrmad Bilan & te CALéee 4m YS eR fervenD 
OT 8 WE Ge emits 98 Boe ai nertioneens 
_ me ia® Leys tee imamreng )8 Sad we aoede eatn Slis 
ee ee et 

ae ies ORITeN, Sutin meee webie 
(MS PERE SO mmLinine ons cement tere) te sommes 
Sa OSs FL .MSPARLSorTOMAG Te BMI Alees, (ompERR wy 
frm fad ,buitem atitionineg ans dy weirs ou vols) Ateete 





















me babcione fee Pacytiy we PE wt) ans ihds be pers 
Shtat PASGTe ae Ade . wpe, LE ei + nyt) me toe 
Ook SLEEP gSRLORA NY nd Melle! me cd Omety 
MONA, & Ce MeeERLITe qed mys ces Jere ,smmur tt 
imme (ete RoR setae!  atiwey; eles wer st wrodives 


a 


dt ee * 
= 





generalisations are formulated. This entire process is 
earried out ty each student independently; then the same 
wequence is followed by the group in the case discussion, 
with the instructor acting as a moderator, a guide, and, 
to a limited extent, as a source of information, A study 
of cases made in thie way is scientific and primarily in- 
ductive, for "it involves orientation, observation, reason- 
ing, decision and verifiecation,"-! ana 1t involves passing 
from the particular to the general. 

AS noted earlier, the case methodology may be primar- 
lly either inductive or deductive. The inductive organiza- 
tion and presentation of subject matter is based upon the 
idea that the pupil will learn the content subject matter 
most readily through the study of individual cases in which 
the content is exhibited; whereas the deductive procedure 
presents the law, rule, definition, oz concept as the first 
whole to be ecnsidered, followed by individual cases, and 
the pupil looks fer the varification of the generalization 
that hae been studie. 18 "Though sclentifie precedure is 
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characterized vy its dominant use of in@uction, it 1s a 
processes must supplement one another,"?9 In other words, 
when applied to a teaching situation, induction of gener- 
alizations from inferences will be greatly enhanced by prior 
acquaintance with those or similar generalivations; while 
on the other hand, little meaningful learning will result 
from rote memorization ef laws for peasible deductive ap- 
plication, unless some inductive reasoning 1s employed in 
the process of personal verification of these laws. This 
concept of simultaneous operation of the inductive and de- 
ductive processes in action has seen excellently expressed 


by Boedecker es follows: 


Under the impact of a series of case probd- 
lems, the student is encouragec to develop a 
flexible framework of analysis which will help 
him to recognize the problew in the case and 
work thru to a decision. In so doing, the stu- 
Zent should learn to separate important factors 
from a whole set of factors and to decide upon 
their importanee for the particular situation 
at hand. He should also gain the ability to 
use icese learned elsewhere, to select them ac- 
cording to their usefulness im the case, cr, to 
reject them if they are not anelpful,. The stu- 
Gent's way of thinking should also contain the 
eapacity to teat what ae alreaty knowa accord- 
ing to what he later experiences. On this basis 
& person can continue to grow intellectually 





19 marzolf, op. oit., p. 20. 
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after his formal education ends. °° 
method concepts on the Inductive-deductive scale, there is 
principles should play in the learning process, This sep- 
aration has given rise to two major categories cof the case 
method, defined in the Personnel Handbook as the "free" 
and the “determinate” types. The "free" type assumes thet 
there is no ome best answer; it places emphasis on giving 
the conferees opportunities for learning and stimulates 
them to think in broad areas of leadership, rather than 
foreing a set of principles or selutionse on the learner, in 
the “determinate” approach the leader attempts to guide the 
group toward a pest solution based on his cwn opinion or 
group opinion.@1 

These who advocate the “free” approach -- which in- 
cludes most of the case users at Harvard University -- seem 
to define “principles” as immutable laws and contend that 
es euch they are mere words, Actually, upon closer exemin- 
ation, it appears that their attitude ia not quite this 





GO poedecker, op. cit., Pp. 4. 


21 John *, Mee, ed., Personnel Handbook (New York: 
Ronald Press Go., 1951), p. 1007. 
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severe. Professor Hower has expressed the true feeling, 
at Harvard at least, in these words, "It is the meaning 
behind these principles that is important; and until that 
meaning becomes a living part of your thought and behavior, 
the principles themselves are useless."°* Since rote 
learning of immutable laws hes been accepted as & corner- 
stone of most conventional methods of teaching for so long, 
it is quite likely that those of the “free” school have 
purposely allowed the question of the validity of prinet- 
ples to be exagceratec somewhat in order to etart the pen- 
Gulum awins eway from the opposite extreme. Even those of 
the progressive educetion group edmit that "we need ceneral 
principles by means of which to carry on the business of 
life. But the businesa of life is not with general prin- 
ciples, It is with individval, individvalized exper- 
tences , °@3 

These who advocate the “determinate” methodology con- 
tend that the deductive approach is more effective, because 
it insists upon substantial knowledge ef the field of study 





- Ralph M, Hower, in Andrews, ed., op. cit., p. 106. 


23 Jerome Nathanson, John [ (New York and London: 
Charles Scribners fons, 195: 
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this attitude as follows: "if the student has some back- 
training experience ... To ignore consideration of the gen- 
eral principles and essumptions which underlie and validate 
every procedure isa to lessen the usefulness of case dis- 
cussions to the point of nullification, *@" 

In the casebook compiled by George FR. Terry in 194», 
@ set order of classroom procedure is recommended and the 
following attitude regarding the use of principles in the 
learning process is expressed: 

The complete mastery of any subject con- 


sists not only of passively absorbing facts and 
principles, but also of analyzing facts end de- 


of even greater importance is knowing when 
how to apply them ... Although anawers to 
probleme are tentative, it is usually beet 
the teacher to indicate a decision and re- 
commended course of action. To simply indicate 
“possibilities” leaves the student bewildered, 
The recomsendation may be the instructor's 
opinion, a student's opinion, or the wajority 
opinien of the students participating in the 
discussion and should be go cesignated by the 
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instructor , 25 
of thought concerning the use of principles in his appliea- 
tion of the case method to business administration instruc- 
tion. Ke has concluded that: 


A common experience of students is to try 
to apply to a specific case some previously 
learned theory or prineiple. This is done 
with the belief that each case must have a 
“magic key” which will wnlock all the doors 
to the final “right answer, When the prin- 
cipies do not work that way, it is not sur- 
prising to find the students blaming the case 
either as unrealistic or as not reporting all 
the facts. The fault, of course, lies in 
part, with previous training which so0 largely 
emphasized the ease with which generalization 
may be applied, without adequately testing 
their usefulness in a real situation, 

It is incorrect to conclude that general- 
izations are useless or that they should not 
be formulated. However, for the business ad- 
ministrator they must be useful. If his tests 
show them to be inapplicable he had better 
learn to put them aside and deal with his preb- 
lem on another basis, In the case method the 
etudent is encouraged to form generalizations 
for the purpose of establishing a pattern or 
coneeptual scheme of thought within which he 
ean reach decisions, For the business adminis- 
trator this conceptual scheme must be a fluid 
system of ideas, for he lives in a dynamic 
world. To adhere to an essentially static set 
of principles, would hamper his effectiveness 
as @ problem-solver and decision-maker, It is 





2 George f. Terry, Case Problems in Business end 


Industrial Management (Dubuque: W.C.Brown Co., 1949), p. Vv. 
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cerned with the cevelopment of leadership, its primary con- 
cern in the review of the theory and characteristics of 
the case method lies in the application of the technique 
to the study of human relations. Many authorities would 
agree that this application of the method is its most fer- 
tile field for success; some would even contend that its 
only usefulness lies in its application to the study of 
human relations. Earr felt that “to many persons case 
studies seem to mean merely the stringing together of facts, 
objective and otherwise; they mies the fundamental char- 
acter and contribution of the case atudy method to educa- 
tion through ite continuity with human 1ife,”*! 

In regard to the applicability of the case method to 
human relations studies, Harriet 6. Honken made the follcw- 
ing conclusions as a result of her experience: 


26 Boecgecker, Op. eit., Pe &, 


27 a. 8. Barr, “The Case Study in Education,” Jour- 
nal of Educational Research, Vol, 22, 1930, p, 60. 
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The very essence of the value of sharing experiences 
with others seems to find expression in the ability of an 
individual to overcome resistance to self-insight. Ina 
recent psychological study of this trait Adorno pointed 


out: 


That people too often cannet see the work- 
ings cof society or their own role within it ia 
due not only to a social control that does not 
tell the truth but to a “blindness” that is 
rooted in their own paychology. Although it can- 
not be claimed that psychelogical insight is any 
guarantee of any inaight inte society, there is 
ample evidence that people who have the greatest 
airficulty in facing themselves are the least 
able to see the way the world is made. fesist- 
ance to self-insight and resistance to social 





- Harriet 0. fonken, in Andrews, ed., op. cit., 
p. 68. 
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facts are most essentially, of the 


There seems little reason to doubt that the case meth- 





od, if used with such an end in view, can help to develop 
personal insight within members of the Giscussion group. 
This is a difficult objective, and its success will vary 
with the individual participants and in relation to the 
skill of the group leader, but self-insight seems to be a 
very worthy goarl in the learning process and may well be 
the true key to leadership development. Glover and Hower, 
in giving pointers on the use cf the case method in teach- 
ing administrators inciuded this comment: 


Far more difficult than recognizing the 
unstated anc unconscious assumptions of others 
tu recognizing assumptions of one's own. Beyond 
the phase of recognizing one's own assumptions 
in particular cases lies that of vecoming aware 
of the agsawaptions by which one csuides one's 
own life and interprets it and the world about 
him. Still farther beyond lies the pensive re- 
examination of these assumptions and values. 
Prom this re-examination comes emoticnal, as 
well as logical, qualification, rejection, or 
reaffirmation of these foundations of attitude 
and outlook, 2° 





29 ”%®, Aderno and cthers, The Authoritarian fersonal-~ 
ity (New York: Harper & Broa, 1950). p. 976. 


30 John D. Glover and Ralph M, Hower, in Andrews, 
ed., op. cit., p. 22. 
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In orienting to human situations it soon becomes ob- 
vious that the parts cannot be meaningful unless they are 
studied in relationship to the whole; knowledge of human 
nature can only be gained through an understanding of man, 
his relationship with his group contacts, and the influence 
ef his surrounding culture. Pigors end Myers labeled this 
type of consideration, “situational thinking,” and postu- 
lated that "in trying to understand people, we need to 
think about relationships among individuals, and between 
individuals and the ‘wholes’ to which they belong.”>+ 

In the course of this seareh for understanding of wan- 
kind, benchmarks are sought in the book of the social 
scientists which can be employed as criteria for judgmental 
decisions. Scott and Lynton have found that mythical book 
to be rather sparse as regards principles which have achieved 
general acceptance. However, they have set down the follow- 
ing six statements which they feel swamarize the theories 
most generally accepted today in the field of human rela- 
tions: 

1. Man is a social animal: by which is meant 


that a very considerable part of his behavior is 
inculcated by his culture end social environment, 





31 Paul Pigors and Charles A. Myers, Personnel Ad- 
ministration (New York & London: McGraw-Hill Book Co., 
VT), Be. 3 
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3. Im all his complexity each individual is 
unique: but though the whole defies quantitative 
assesement, aspects of people's makeup and active 
ities can be usefully measured, 


4%. <A group of individuals has a distinct 
character and can be considered as a wnit for 
some purposes: which means that the group is 
something more than the sum cf its parts, namely, 
a system of relationships among individuals, 
which modifies the behavior of members; but not 
that it 1s an organism in the proper sense, in 
which the parts would merely be cells of the 
larger unit. 


5. A system of human relationships is a 
eomplex balance: a change introduced into the 
system will have manifold effects as the system 
reachieves an equilibrium integrating the new 
element, or seeks to regain its old equilibrium 


6, The relationship between cause and effect 
is always complex: ... any change is likely to 
have rarefying effects, with causes preducing 
symptoms and symptoms causes, 
Dubin has reinforced this conviction that man can gain vale 


wable skill in the ecience of dealing with his associates 





32 Jerome *, Seott and R. F. Lynton, in Andrews, 
ed., op. cit., p. 256. 
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through study of human organization, He contends that the 
state of our knowledge about the formal organizations of 
society has reached the point where we have "both systen- 
atic knowledge and reinforced insights. It should be pos- 
sible to distill out of the fund of human kmowledge a system 
of principles -- theory, if you will -- about human organ- 
izations ,"33 

Those accustomed te the seeming exactitude of the 
principles of physical science will contend that conclu- 
sions such as those presented in the preceding paragraph 
do not form a logically consistent system. It ie true that 
such principles cannot be expressed in mathematical terms, 
and it is questionable whether they will ever reach the 
Gegree of concreteness known in the field of physical 
science, However, the acceptance of the theory of relativ- 
ity seems to make the contrast one of degree of exactness 
rather than one cf general vs, unique, Steln has expressed 
the meaning of this difference as it relates to the study 
of public administration as follows: 


The primary difference seems to be a question 
of manageable variables, At least to the layman 





33 Robert Dubin, Husan Relations in Administration 
(New York: Prentice-Hall, Inme., 1951), p. vil. 
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In 
consequence, generalization for the stucent of pub- 
lic administration is far leas definit than 
for the student of physics or chemistry. 

There is a further important respect in which 

generalization differs in the two kinds ef science, 
The facts of the physical scientists! world are 
essentially neutral and unaffected by criticism: 
no wars will be waged, no hearts broken over the 
digits set down when the value of pi is determined 
to another hundred places pest the decimal point; 
nor do the physical properties of uranium chance 
when an article is written about them, But the 
facta with which the social scientist deals are 
in themselves loaded with values, and susceptible 
of reaction. 


= 
= 





It follows naturally from the above conclusions concern- 


ing the nature of human relations principles that social 


values will exert a major influence upon group and indiv- 


idual behavior patterns. Both local and external secial 


eodes must be studied and applied before use of principles 


ean be meaningful in human relations studies, It hes been 


found that the case method can take these codes into consid- 


eration if the group attitude developed permite acceptance 


of such factors in the discussions, Ulrich has commented 


on this relationshis as follows: 





3% steim, op. eft., p. xxtdi. 
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This limi not inherent the 
case method, the student will have 
no oppertunt questions about social 
value, 1: that 
lie ou cuss 


the teacher's willingness 
values to eritical scrutiny. The stimulus for 
deeper social thinking by the student may come 
either from student or teacher, but it must be 


accepted by the teacher within the working con- 
text of the course. With ekilied instructors, 


In the chapter on the nature of leaderahip it was pointed 
out that profictency in the science of human relations ts 
one of the requisites of military leadership, It is also 
to be recalled that the basic conviction which motivated 
this study was the need for a formal program br officers 
in the navy which would develop personal insight and 





35 pavid BW. Ulrich, in Andrews, ed,, op, cit., Pp. 27. 
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scientific problem-solving ability in the human relations 
field, 

Arthur K. Davis, a sociologist who served as an offic- 
er in the navy during the war, made a study after his re- 
turn to civil life that offered some interesting conelu- 
sions, These conclusions strongly gapport the ett.tude that 
there is ea Gefinite need in the navy for the introduction 
of some leavening factor which will open the institutional 
mind to a broader concept of leadership, His specific hy- 
pothesis was: 

The effective performance of the manifest 
functions of a military bureaucracy required a 
eertain type of occupational discipline and fore 
mal organization; these in turn tend to create 
inherent pressures toward recession of goals, 
occupational ritualism, and professional insula- 
tion; which in turn may alter the actor's defini- 
tion of the situation so as to impair systematic- 
ally his effectiveness o ne the mani- 
fest functions of the bureaucracy. 

He concluded that there is considerable evidence from the 
navy officer cerps which affirms his hypothesisae and which 
helps to explain why conventional career soldiers have fre- 
quently resisted essential innovations like automatic frire- 


arms, tanks, air power, and the unified command, / 





36 Arthur K, Davis, in Dubin, ep. eit., p. 348. 


37 Ibid., yp. 361. 
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Before proceeding to a study of the charecteristics of 
which should be considered -- that is its treatawent of fac- 
tual knowledge. At first glance it would appear that this 
method does not provide for any transfer of factual know- 
ledge, but a deeper consideration shows that there is actual- 
ly a unique opportunity presented in the study of cases to 
motivate the students to the learning of an even larger 
amount of textbook type material than is found in the con- 
ventional approach. In the study of cases, the students 
Geal with knowledge in the context of its use py the people 
in the case anc in the classroom to meet the needs of the 
situation. For most, it sreates an incentive to acquire 
knowledge, since the student can centinually perceive his 
need for knowledge in dealing with proeblems requiring ac- 
tion, 29 Boedecker expressed this aspect of the case ap- 
proach as follows: 

Casea, of course, contain technical informa- 
tion in the same sense that textbooks do, But 

eases go further than textbooks, The case prob- 

lem presents a strong metivation for seskiag 

background information and knowledge, Informa- 

tion seught for specific reasons is better based 

than that which is "learnec” because it may pe 

helpful someday when you are out of seheol .2 

38 





Uirich, loe. cit. 
39 Beedecker, los. eit, 
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The case method consists of consideratly more than the 
assignment of cases and the application of techniques for 
conducting discussions. If properly used, it involves a 
rather difficult methodology in which the role of the teach- 
er, the role of the student, and the process of decision- 
waking must be mutually understood and carefully observed, 
One basic consideration is the necessity for realization by 
acquire new understanding until they are ready to do so, 
"They cannot superimpose new attitudes upon existing ones. 
The process requires change of the existing structure, 
Change must occur especially in certain attitudes that 
function as obstacles to learning. These attitudes take 
many forms, according to the persenality of the individual 
student . "40 

The process of attitude-changins occurs best in an 
atmosphere which is not only student-centered but also one 
in which a motivating rapport has been establiehedc. The 
goed instructor in the case system will realize and admit 
that he has no monceroly on ideas. He will encourege his 


40 Virich, lee. eit. 
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to do 80 as a @ember of the discussion group, and then with 
the understanding that kis ideas are to be weighed and 
tested along with those ef each student, 






uses, 
bigehy 
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Some of those eat Harvard would insist that the instructor 
should rarely, if ever, drop the role of the observer, but 
this attitude does not seem to be generally sheared, 

In the interest of pursuing the contrast in opinions 
eomermincs the role of the teacher, some other attitudes 
will be cited. Neturning to the student-centered concepts 
ef Rogers, the following role ia prescribed for the leader: 


Initially the leader has mueh to do with 
setting the mood or climate of the group ex- 





41 Ulrich, Ope @it., Pp. 39. 
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diviéual only. 
He remains alert to expressions indicative of 
ene 


point of view, and to comaunicate this type of 
understanding. 

Likewise when group interaction becomes 
enarged with ewotion, he tends to maintain a 
neutral and umgerstanding role, = one © RB 
acceptance to the varied feelings which exist, 


A semewhet sinilar attitude to that of Rogers and one 
which is less self-abnegating than that held by the Glover 
and Hower group at Esrvard is eapressed by Grags as follows: 

42 Carl Rogers, Client-Centered Therapy (Boston & New 
York: Houghton Mifflin Co., 1950), p. 402, 
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ments of others in the group, or, failing to do 
50, Gan accept ee eae a a 
ts’ reasoning. 


Teac held a more authoritarian view than that ef Gragg 





| 


fer applying the case method to business, [His soncept of 


the leader's role was: 


alternative; stir them by the prompting of 2 
strong desire to get themselwes out cf a diffi-e 
culty; then help by suggesting the relative 
merits of the alternatives which they are con- 
sidering to show how one particular line of ace 
tion seems likely best to fwlfill their desires; 
and, finaliy, get them to try it out. Thie is the 
formula for the executive leader whe wevld put his 
peeple through an effective learning process, 





43 Charlee 1. Gragg, in Andrews, ed,, Op. cit., BP. 7. 
“8 ead, op. cit.» p. 70. 
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Again, the conclusiens of Beedecker seem to provide 
the best synthesis of the two extremes which a case instruct- 
or might represent. Excerpts from his conelusions are as 





the 

cise of great skill, create an environment 
which etudents are encouraged to verbalize a 
2ongth the ideas that they tend to express 
adbreviated form, In general, this moens 
tne dignity of the student must be respected, 
png gy Ay - fe 
culec, and that bis intelieotual contribution, 








Tourtaly, those whe teach with cases must 
learn to “use jJudicleusly the sutherity whier 
naturaliy surrounds the teacher ... little ia 
to be gained and much leat by trying to estab- 
1ish the teacher as @ wental supericr who may be 
appernied to in support or opinions or actions, 
»ce 26 fe doabtful that a single instructor can 
match the collestive capacit of # ¢leass te 
see all the Paecets of a case, 


One fingi point werth censidering in eonnection with 
the role <f the teacher is the probabiifty that a sertain 





"5 Beedecker, op. cit., Pp. 2. 
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dents as a natural by-product of the student-centered role 
whieh produces a new experience for many of them, It haa 
generally been concluded that the counseling role can be 
ether than the teacher, but in many instances there will be 
no person other than the teacher to whom the stucent may 
turn. In commenting on this adjunct of the case syatem, as 
it effects the student, Pox has said: 
One of his basic difficulties is foumd as a rule 


often the student ite eapecially upset ty the 

ohe or two inetructers conduct their classes, 
elaiming that these men never give thee any an~- 
ewers at all, The student ils usually alzo beth- 
ered by what he cealis the amount of clase time 
wasted by his fellow students, and raises the 
question, why dees tne ‘cheol permit this to hap- 
pen. The amount of time that is required to ree 
orfient successfully the men in thie group varies 
widely, but the miriwum is between ten anc fifteen 
houre and some cases may require up to thirty 
hours, Without this attention we knew thet these 
men will not only fail to develop themseclvec as 
they should but in many instances vill begin to 
retard the crowth of seme of their fellow atu- 
dents, and 1% haa been known that they have ade 
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For the student, exposure to the case method is usuel- 
ly a new experience which is quite different from any pre- 
vious exposure to the ecucational procese, He must learn 





asked by the teacher, He must observe what is going on 
within the limits of the case according to the facts pro- 
vided on the printec page, These facts must be weighed as 
to relevance, authenticity, and emotional loadings then they 
must be organized in such & fashion that the basic problem 
te be solved can be identified, When the preblems has been 
refined, the facts must be evaluated in the light of that 
problem and e tentative aclution formulated, te be tested 
by the synthesis of experience inherent in the discussion 
group. 

The atudent or conference mesber must learn to listen 
to what cther group mewbers have to say without a pre-formed 
conelusion which reaists intrusion, He must overcome re- 
sistance to insight in order better to #evaluctse his own 
prejudices and culture and treir inflvence on nis probleme 
solving ability. Ina word, he sest gain a new sppreciation 





= John BH. Fox, In Andrewa, ed., op. cit., p. %. 
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of the fallibility of his own conelusiocns and a new open- 
sions of others, 

In addition to the teacher's role and the student's 
Tele, consideration must te given to the structure of the 
ease, The skill with which the case material is gathered 
anc recorded probably bas @wmuch effect on the outcome of 
the entire progras as any other element involved, That, hor- 
ever, is a stuéy in itself and is beyond the scope of this 
thesis. All that needs to be clarified here in relation te 
eases is the definition and function thereof. One concept 
which ig appropriate to this etudy considers « case to be: 

A erystallised set of fects, a report of an 

episode, taken from a reai-life business site- 

ation involving people. It preser® 2 problem 

or series of problema for consideration ty the 

student, In the sense thet there is more than 

one useful or workable ecurse cf action which 

stucents choose, a case bas no single correct 

*solution® or “answer.” The function of the 

case is to pese a situation in whieh facts, 

opiniona, and fudgment are tn vonflict, The 

flict leada to analysis, decision and action, 

The precesa by which agreement and mutual understanding 
ia achieved presents one of the most complex clements of the 
ease technique. The procedure which should be tellowed by 


the individual in attacking a case problem has been expressed 





47 Boeedecker, loc. eit, 
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discussion there must exist an atmosphere which permits 
spontaneous expression of feeling, “We should expect that 
when there is greater correspondence vetween what members 
say and what they intend tomy, when members sre wiliine to 
make publie to the group their real attitudes, creative 
ideas, and tzme feelings, then 1¢ is more possible that 
mutual understandings will be developed, "49 

Another probler which will plague even the experienced 
case instructor will be the decision as to how much time to 


@lliow for discussion ef each point, *uccesé in educational 









4S timere Peterson and £.0. Plowaen, Dywainess 
: and ement (Chicage: Jiehard >, Irwin, Ine., 








$9 Themes Gordon in Carl logers, op, cit., ». 350. See 
Appendix B also for a discussion of the ewletive velwue of 
“eutaide”" vo, "Iecal” casea and a recommended sequence of 
ease analysis. 
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endeavor has for ages been measured by the amount of subject 
matter covered, rather than the amount uncovered, There is 
wach to be said in favor of allowing considerable fexibility 
in the time schedule in case discugsions, Stein has expressed 
the conclusion of public administration case teachers on 

this problem as follows: 


One cther conclusion of those who have been 
testing the cases in the classroom may ceserve 
mention here: the Gesflrabillty of allowing 
enough time for ample exploraticn of the issues 
in eacn aasisnedc ease, and, to the maxima ex- 
tent feasible, the deairability of allowing 
wnouph flexibility in the course curriculum to 
permit some variation from schedule in the 
of time actually devoted to the senizned ceases 

Tule 


i: 


swerable is in iteelf a weeful exercise. 

Another reason for allowing ample time for 
discussion, and for avoiding any rigid apprepria-e 
tion of class time to each ease, ia the newness of 
the technique to students of coping with clasaroen 
materiale in which their chief task to solve 
probleme dealing with human betrers. 


a worl of caution is spuprepriate at thie point, lest 
the isaue be oversold, ome may conclude fren the emphasis 
upen a cilent~centered technique and the insistence that 
the teacher be merely a member o”° the sroup rather than a 


source of answers that there it ne please Tar lecture in the 


3° stein, op. oft., Pp. xxxdd. 
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case program at eny time, Fuller has offered a valuable ce- 
finition of the unique plave of the lecture in the case mett- 





properly develcped, he can respect taese furposes 
and expreas these feelings from time to time with- 
eut being considered authoritarian and without tak- 
ing from the students the initiative taney —_ ex- 
ercise to make this kind of couree a euceess >! 


Tuperience at Narvard bas reveated that there are at 
least five different agproaches which students use in "sclv- 
ing” eases, These have been referred to as: 

1. The “Who-done-it?" appreach -- find the evidence, 
lecate the guilty party, and mete out punishment; 

7. The “What is the probies?” approach ~-- the inclina- 


tion to djemiss the case at the outset if “the problem” is 





mS 
- Prances M,. Puller, im Andrews, ed., op. ¢it., Pp. 03. 
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3. The "We don't beve enough information” approach -- 
leads to speculation rather than anelysis; 

4. The “Is it true?" approach -- instead of "Why are 
these thinge important whether they are true er notT"; 

5. The “favorite thesis” approach -- charagberized by 
the type of attitude that says “This is clearly 2 yroblen 
ef lask of two-way communications, ond menageeent should de 
something about it," 

Vhen the student comes to the point ef receguition of 
the bias which preduces one of the five stereotyped approach- 
es, he begins to realize that "we «11 look at the world 
through our own particular pair of glasses, with one lens 
labelled ‘attitudes' and the other ‘assumptions,’ The mi- 
terial from which these lenses are ground is, of course, our 
experience, ecucation, personai history, and so on. Whether 
the glasses aid er inhibit our way of leoking at the world, 
hewever, depends on how we have assimilated these things "7° 

fo complete the discusazion of the characteristies of 
the case method it is necessary te consider the objections 
anc limitations which have been experienced in connection 





of Ibid. vp. 8. 
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with its use, Frobably the wost usual compleint is that the 
ease appeara unrealistic or ineomplete to the student, his 
ean be a valid objestion if the case has net been sarefully 
an’ professionally drawn from 4 real life eitestien, The 

complaint will still be raised by many even when the cases 
taught to realize that never does one have all of the facta; 
the expert eduinistrator is the one who can make acequate 

Gecisions with an appreeflation of the limitetions involved, 
In a sense, this adds additional value to the case approach, 
in that it emphasized a real-life situation whieh the stu- 

dent must learn to face, 

Another objeation to the case itself? which is often 
raised is that {t is either so complex that it ceuses the 
atudent to become lost in the mass of complicated factors, 
or it is so “pruned“ that it presents only ea single issue -- 
@ situation which can not be true to life, >" This again is 
@ problem of proper case preperetion which this study will 
not pursue. 

Probably the sajor ebjection to the case method is ite 
apparent slow pace when compared with tha chanter-a-day type 


ef educational process, The need for thorough discussion 





5" Pagers and Wyers, op. eit., p. 323. 
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and a permissive attitude toward student's coments bas been 
Giscussed earlier; {t is obvious that this precedure can be 
time consuming. Yet, many of those who have taught both the 
progreas at a better pace in the latter program despite the 
apparent slowness of advance. 

Most of the other objections which have been raised a- 
rise from abuses on the part of the inetructor. It has been 
found that nore individual attention must be paid the stu- 
dents than is generally necessary in other methods. Their 
individual shortcomings must be recognized and corrected in 
order for them to develop confidence in themselves./> Pur- 
thermore, if the instructor insists that he has the right 
and only answers and conceives his duty to involve pomnding 
those angwers into the students, the umique cherecteristicna 
ef the system will be perverted, mi the cpportunity for 
yeaching responaible judgments on the basis of an original 
analysis of the facts is denied te them, °° 

A few pointers have been given by some instructors who 


have ueei the case method under eae mamber of different cir- 





55 3, 0. Manildt, "Cease Method of Tesehing on the 
Jume 19512, >. 3&. 


36 Gresg, aD. eit., p. 9. See Appendix B slso for a 
discussion of limitations of the case method, 
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cumstances. Those which appear to be applicable to this 
study are excerpted delow:>7 

1, Require written reperts to be prepared by the stu- 
their own mind. 

2. Allow end encourage maximum participation in dia- 
eusaiona and full coverage of each case, within a reasonable 
time limitation. 

3. Provide at least a two hour session for each meet- 

4, Restrict the group te around twenty members, (How- 
ever, at Harvard Graduate Business Scheol a minimum of 40 
students per group is desired, ) 

5. In a formal school program, vary the choice and se- 
quence of cases each semester to discourage a tendency te- 
ward "pat" answers. 

6. The classroom procedure should be varied frequently. 
Purposeful use of visual aids and especial techniques such 
as role-playing can be very effective at timea. 

7. Recommend and encourage cuteide reading as it is 
sought by the students, rather then as a required assign- 





oT Excerpted from Qliover and Hower in Andrews, ed., 
Op. cit., Pe 13, and Maniidi, GP. eit., PP. CB, 
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In view of the fact that this study is net going into 
the details of case construction, it does not seem appro- 
priate to include a complete sample case, Attention is in- 
vited, however, to the first case, “Baker Advertising Agen- 
ey" given on page 307 of Dubin's new casebook, Numan \els- 
tions in Adwinistration, In addition to the case itself, 
verbatis recordings of two different class discussions on 
the case ero given. From a study of these sample class dis- 
cussions Dubin points out three isportant pointe to note: 





1. There is no “answer” to the case. The 
two _—— came to reper Seon. 








has two general parte, The first paneer) step 
in a cage analysia is to sort out amd discuss 
the separate and dietinct elements of the situa- 





tion, The second step is to aa gee 
these elements into a coherent whole, 


Svaemary 
This chapters haa reviewed the vackground, theory, end 





eharacteristics of the earze method cf inetruction, It hes 


been notecé that this is not 4 new spethod nor one which is 





55 puban, op. oft., Pp. 385. 
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confined to any single educational erea. It is primarily 
a student-centered technique which employs a scientific 

problem-solving precess of reasoning. Though vicarious in 
nature, there is learning by doing, and an immediate goal 
is provided by the necessity of evaluating facts and opin- 
ions in order to identify and “solve” the basic problems 

presented in the cases, 

Approach to a case solution may be inductive, deduc- 
tive, or a combinetion of both, depending chiefly upon the 
point in the learninz sequence at which the case is intro- 
duced, The scientific methed 1s primarily inductive, but 
for most effective balance the two precesses must supple- 
ment one another, 

There Are two major scheols of thought regarding case 
wethcdology, the division being concerned basically with the 
part which principles should play in the learning process 
and the procedure which should be followed in teaching spe- 
eific principles. The “free" type of methodology contends 
that there is no one best answer to any case and that prin-e 
eiples are merely words unless they become a part of one's 
thought and behavior. In the “determinate” approach the 
leader attempts te guide the group toward a best solution 


based on his own cr group opinion, and it insists that stu- 
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of these two extremes micht be designated the “experimental” 
approach, It would accept the existence of valuable gener- 
alizetions, but only in the dynamic sense that each princi- 
ple must be tested in the context of 2 real situation be- 

fore it can be applied meaningfully in the process of solv~ 
ing real-life problems, 

The case technique appears to offer special aepplicabil-~ 
ity to the study of humen relations by virtue of the fact 
that the case clecussions are human relations laboratories 
in themeelves. Through learning to share experiences and 
to reeson with others, the student can develop his senses of 
perception in 2 dual range. Not only can ke learn to hear 
end esteem mcre acutely what his associates have to contrib- 
ute to the group froecegs, but alee his own resistance to 
self-ingight can be reduced to the point that ingrown pre- 
judices are leavened enough to allow a more objective 80- 
cial consciousness to emerge. 

Tre present state of man’s knowledge of aeceptable 
principles in the social sclences ie atill meager and large- 
ly controversial. Neverthelesa, meny feel that so long as 
those principles are recognized as generalizations which 
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plied as immutable lays in an attempt to structure the 
lives of men, then there will be measurable reward result- 
ing from a study of the formal and iaformal organizations 
ef society and the codes of values which stem therefron, 
An understanding of the existence and effect of both the 
leeal and external culture influences upon human relations 
is one of the primary aima of studies in sociology, and one 
which the case method, by nature, appears to satisfy better 
than other ecucational devices, 

fhe need for some means of overcoming, or at least 
lessening, the detrimental effects of bureaucracy in the 
navy has been demonstrated, Certain natural outgrowths of 
the inatitutional mind, such as occupational ritualiss and 
professional insulation, tend to impair the naval officer's 
ultimate effectiveness in fulrilling the requirements in- 
pesed by the formal institution, In other words, the milit- 
ary orzanizaticn, which best achieves its aims through open- 
mindecness anc flexibility toward new developeents and new 
ideas, by its rigid nature also develops a stereotype lead-~ 
er who resists the plasticity of mind which will accept new 
inmovations in any area, 

The most critical characteristics of the case method 
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seem to be: the nature of the class atmosphere, the role of 
the teacher, the role cf the student, the ease structure, 
and the method of reaching mutual agreement in case discus- 
sions, 

The process of attaining skill in the art of human re- 
lations is largely a matter of developing a plasticity of 
wind which will allow attitudes to be changed readily, This 
development has been found to occur best in a student-cen- 
tered atmosphero which viewa the classroom process as one 
of mutual effort rather than one of mere one-way absorption. 

The good case teacher should regard himself as a moder- 
ator anc a catalyst, ea fexible source rether than an cracle 
with the one and only right answer, He learns to listen to 
what each wember of the group has to say and attempts to 
develop the same trait in each of them. His eontributions 
to the discussion must be reserved until the group process 
has prepared the sroup for them, and then presented in a 
manner which will allow testing and evaluation by the stu- 
Gents. He need not be self-abnegating, but he must be 
humble and must exhibit the flexibility of mind which he 
is attempting to develop in the students, 


The satudent's role is one which will present a new 
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experience to many seoustomed only to conventional methods, 
it a wuch greater responsibility then he haa kmown before. 
He must ask questions of himself which heretofore bave al- 
ways been asked by the teacher. lie must learn to hear his 
associates with an openness of mind which will spotlight his 
own prejudices and deviations from objective reasoning, By 
this process, he must overcome resistance to self-insight, 
so that he can successfully change his own behavier in ad- 
dition to prescribing changes for the characters in the 
eases studied, 

The cases themselves must present as objectively as 
humanly possible an authentic reporting of the happenings 
of a real-life episcde, complete with feelings expressed and 
secial atmosphere prevailing. They must te simple enough in 
structure to avcid creating complete confusion in the stu~ 
Gent's mind, yet complex enough to embody more than a single 
*pruned” problem. 

The process cf decisicn-making by the group must be 
guidedc but net ccerced. It mast allew relatively complete 
discussion of a1] points in each case, relying on group mo- 
tivaticn toward solution of the ease problems te provide 
the monitoring necessary to satay «ithin time limitations, 
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Chenge-ofgace must be allowed and encouraged through the 
purposeful use of lecture, visual aids, role-playing and 
ether techniques which are demanded in context by the group. 
Moet of the objections raisecd against the case systes 
of teaching stem from abuses on the pert of the teacher. 
There is no Goubt but that the technique will be much more 
effective if competent discussion leadership is provided. 
Nevertheless, there seems to be nothing insurmountable in 
the role of the instructor, and consequently no reason to 
believe that case teaching could not suceeed without pro- 
fessional presentation. If both the group leader and the 
group members attain an adequate understanding of the gen- 
erai thecry and characteristics of the case method and taxe 
full advantage of specific procedural rules and pointers, 
such as those civen earlier in this chapter, it should of- 
fer untold possibilities fer successful application to any 
learning situation in which the substantive matter can be 


expressed in the form of real-life cases. 
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CBAPTER V 


introduction 

She theory and characteristics of the case method of 
teaching have been studied, and different versions cf the 
technique have been notec and compared, In this chapter 
some of the uses made cf the case technique in the fields 
ef education, business, and the military will be discuased, 





Tt was noted in the discussion of the background of 
the case method that Harvard University had served as the 
seed bed, ani that the methodology had spread from there 
into almost every fleld of education and over a large part 
of the United States. A prief account will be given at 
this point of the results which have been recorded over the 
mation, with particular emphesis upon the experienoce at 
Hervard. 

Within the realm of institutional education the cace 
method has been tested and found successful in the teaching 
of a vast number of subjects. Uses and results noted in 
the areas of taaching, psychology, public scminietratian, 
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engineering, and hwnan relations will be diseussed. All of 
these applications of the case technique have employed a 
Btudent~-centored approach with cases providing the basic 
substantive matter for discussion, but methodology has varied 
eonsicerably among the various users. 

Studies have shown that general results of stucent-cen- 
tered group training experience include “marked changes in 
attitudes torerd others, increased unéerstandings of self, 
and inereased clarity ef goals,"! Effectiveness of the car- 
ry-cver of these chengeet into actual behavior will depend 
to a great extent upon the individual and the motivational 
factors cperetins. Ulrich has defined this limitation as 
follews: 


While clacsroom Aaiseusetion undoubtedly brings 
about changes in students’ attitudes and increases 
their capacity for discrisinating insights and judg- 
ments, it is difficult to identify any direct cone 
nection between these changes and the students! ac- 
tual skill in situations requiring administrative 

stion, If the student makes a conscious effort 

to bring newly gained understanding to beac upon 
events cutaice the clansrecom, he can modify and 
adapt his behavier accordingly. On 

4% 1% poaeible fer @ student to keep what he hes 
eeees 5S ee 8 SS aa 
eontinue with his pattern : 
events unchanged, ‘uch more needs to be known 
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1 thomas Gerden in Carl Regers, Client-2 
Yherapy (Boston & New York: Houghten Miff] 
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ally at the University of Illinois in a course in "Jpecial 
Metheds in Teaching Agriculture.” One section was taught 
by the case method ami another by the conventional lecture, 
text-book, discussion method, Although the experiment was 
crude and many variables could not be controlled, a final 
test given to the two groups resulted in a better showing 
fer the cese group. The investigator, Aretas Nolan, cen- 
cluded that in the study of cases the students developed 
power of pedagogical reasoning, discrimination, and Judg- 
ment which would carry over more suceesafully to practice 
than that gained by the group studying only theory.? 
AS @ result of a teat of the technique conducted in a 
teachers’ college, Diana Sperle concluded in 1933 that: 
1. Gtudents grow in ability to recognize, 


analyze, ati solve problems in thelr teaching 
situation. 





2 pavid Me Virienh, in Kenneth Fk. —~ emer = 
waar thod of | aoblenks sna a Re weit degh bd: a" strati 
be published in | 952), "Ps 31. 


> aApetas K, Nolan, "The Case Method in the Stuéy of 
Teaching with Special Reference to VYecational Agriculture, ” 
(Ph, D, Dissertation, Universtty of Illimecis, 192%), p. x. 
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ef child ant adolescent psychology has been reported by 
Griffiths and HNobcay at Ohio “tate University. They cone 
eluded from their use of the technique that it taught the 
students to develop principles rather than to acquire a con- 
glomeraticn of unrelated fasts. The use of cases seemed to 
meet the need for liberalizing a profesaional course, and 
they Counc that the enthusiastic acceptance of the technique 
given by the students far exceeded their hopes.> 

In the study cf public administretion, cases have been 





% Piena H. Sperle, “The Case Method Technique in Fre- 
fessional Training,” (Ph. D. Cissertation, Teachers College, 
Celumbia University, 1933), p. 66. 


> Daniel BE. @riffiths end A 
Kind of Case Study,” } aan A 


ae 


, “A Hew 
1952 









<n YRS? 6Edi wer lLe® rene! wt te yee bes eve a 
WO) Diyas 64 cote meptutss) ats Yo cue tine!) wer) hates 
<0 8 wala’ of Gud? Cele sebyiouths mfore of menses 
~< (mee eeuee tp eu ed: 2 e8Ee beti lees 1 emp 
fee .evowe Lasedrweores ¢ pilates we) ee ale lone 
CaP OG De eee Ase, CTFBabart ee «15 Stu! Cam) yt 





used to develop an attitude which has room for both dispas- 
sionate analysis and critical Judgment, They act as a cor- 
rective for premature and eock-sure generalizations, “If 
vides touchstones against which to test prior speculation 
and hypothesis, the case collection opens up a far larger 
opportunity for such diseipline, “© 

Even some teachers of the physical selences have used 
stitute of Technolesy now uses cases in both graduate and 
the technical features of the problems, General Electric 
Company's Advanced Training Program has used the case method 
for a number of yecrs now; this miczht be interpreted es a 
recognition by industry that the normal engineering program 
at universities 158 lacking in this type of treaining,7 

As has been noted earlier, the moet widespread and 


probably the mast effective use of the cease technique has 





6 Sous Stein, editer, F 
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been in the teaching of hwmen relations, Dubin has con- 
eluded from his experiences in the use of cases that it 
produces an inductive basis for arriving at generalizations 
an¢ ao understancing of the behavior that we call adminis- 
tration. He feels that joint analysis of cases gives one 
a great deal more inszight into his own thinking, and the 
process of working torether with others in thinking through 
phases of a case develops respect for other people,” 

One of the pioneers in the wse of the case method in 
W. B. Denham, former dean of the Graduate Sehool of Business 
Administration at Mervard, As a result of over twenty years 
experiense he concluded that case study develops essential 
hadits, skills, end capacity to form judgments on diverse 
faetual situations in addition to markedly stimulating the 
student's interest in the educational procezs.” As a eol- 
latera) result, he noted thet “a far larger percentage of 









8 pebert Dubin, Hum 
(New York: Prentice-ial)] 
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good teachers than is true of men who use the lecture meth- 
ed or the quiz system, "2° As a result of additional experi- 
ments after he had given up his position as dean and re- 
turned to full-time teaching et Harvard and Radcliffe he 
arrived at the following conclusion concerning the possibil-~ 
ities of vicarious learning inherent in the study of cases: 
We have learned how to expand the student's 

experience, into orientations with which he is 

not and cannot be directly familiar while the 

educational process is going on, effectively 

enough so that he can use this expanded exper- 

fence as the basis for generalizationa much as 

does 2 skillful man of affairs when he 

prets his expanding experience in life. 


Another teaching experience from the fleld of human re- 





latiscns in tusginess which offers valuable conclusions is 
that of Karl Ecedecker at Michigan State College. He has 
concluded that: 


Students who come away from case courses 
with an .... appreciation of the problems of 
human reletions have truly begun to mature. It 
43 extremely doubtful that this kind of matur-~ 
ity can be told. It must be experienced from 
personal contacts with real situations, Cases 
tend to provide tonat reality short of actual 
contact. 





10 pid., p. 270. 


11 Wallace B. Donham, “Why Experiment? Case System in 
College Teaching of Social Science," Journal of General Edu- 
eation, Vol. 3, January 1949, p. 147. 
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practical world of affairs has been in the field of busi- 


ness, in connection with the development of supervisors and 
executives, To date, the actual use of cases in a prolonged 
formal training program hes been limited, However, there 
have been enouch experiments of sufficient scope to have 
produced deSinite opinions as to the value of @ case ap- 
preach as applied to this type of training; a few cf these 
will be summarised later in this chapter. In addition, thia 
study has found that there is very positive evidence to in- 
dieate that the use of the case method will spread rapidly 
in the businees world within the next few years, 

Many companies have come te the realization in the iast 
few years that it is just ae necessary to develop the execie 
tive talents of middle end top management as it is to train 


the skilis of workere and foremen,t- Planty and ffferson 





32 xarl A. Boedecker, “The Case Nethod of instruc- 
tion,” Collegiate News and Views, Vol. V, Number 3, March, 
1952, p. ¢ : Appendix 5 also for a dtecussion of values 
ef ease éecunem, 
13 "pinging Up the Boss,” Fortune, June 1951, p. 118. 
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feel that "like measured work leads, statistical controls, 
mature, make ita contribution to the suceess of business, 
and become indispensable."1" nis nas come about as a re- 
sult of the realization that "the average executive spends 
so much time analyzing upward that he has little time left 
to do the same in the other direction ... people know the 
bess isn't logical -- but when they look at those below, 
they tend to interpret their behavior in terme of logical 
eause and effect -- emotion and sentiment being mere aber- 
rations,."15 “the new approach this calls for .,, resolves 
itself into training in how te look downward into the or- 
ganization instead of always up -- how, in short, to get the 
boss to perticipate."2© ps a result of a recent survey of 
executive development programs throughout the country, Mace 
wade 2 similar concluston: 
\nother reeson why men will not acquire na- 
turally the skills and @pacities for leadership 
is that es companies have grown and become more 


complez, responsibilities within the organiza- 
tion have become more ant more specialized, This 





14 Earl G. Planty and Carlos Effersen, “Developing 
leadership Cor Tomorrow's Tesks," Dun's Review, January 
1952, p. 16. 


15 “problem for the Front office,” 
1951, p. &1, 


16 ypid., p. 156. 
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ple aim of executive davelopment ahould be developing skill, 
understanding, and attitude, not stuffing men with factual 
information."!© one year later, Dennison pointed the way 
toward the use of cases in executive training when he de- 
finec the coal of such training ae fellows: 


finee future problema can only be partiale 
ly foreseen, the wisest edueation for them will 
econsiat of practice in analysing and solving a 
variety of problems. Sueh education should not 
attempt to stock @ complete mental warchouse 
from which re@ady-mede solutions can be drawn as 
needed, but should rather try to equip and pose 
a resourceful mental producing department ,t 


Peteraon and Plowman emphasized the growing ‘mportanee 





ef social preblema in the business man's world in the follow- 


ing discussion: 








18 Henry C, Metcalr, Bus 
@ “ondon: I, Pitmen & “ons, 192 


19 Henry Dennison, 
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Vithin the last two years the spotlight has been even 
more clearly focused on the need for emphasis upon training 
the executive in the science of human relations, Nelson ex- 
preesed the trend in 1950 as follows: 


Today the objectives (of training) include 
the changing of attitudes and viewpoints, giv- 
ing an understanding of our economic systeai, 
bullding of better citizens, and develeping of 
loyalties, 

Fxecutives tackle common problems a5 a 
cooperative group instead of spending time and 
enercy defending their own departments against 
the others ,21 


Finally, Andrews expressed the purpose of an executive de- 
velopment prosram, as he conceived it in 1951, te be: 
1, Avoid the boredom, futility, and waste 


of training programe thet ignore the attitudes, 
feelings, and experience of those being trained. 





20 Kimore Peteraon and ©, G. Plowmen, By 
<i Menasement {Chicago: Richard D, 
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oped have employed e large mumber of different techniques 
~~ such 23 jJov-rotation, multiple menagement, umterstudy, 
role-playing, formal college courses, and case study.23 In 
August, 1950, the National Industrial Conference Board re- 
portec that advanced management ccourmes were available at 
Merverc, Pittsburgh, Stanford, and Massachusetts Institute 
ef Technology.°* Sinee that time a few additional univer- 
sitiea have etarted similiar programe and tre case method of 
teaching ia employed in most of them, The graduates of these 
eourses returning to their own companies are in many cases 
spearheading the crewth of a case method development program 
within the company organization, 

Ingleheart has reeently summarized the requisites of « 
good executive development program; for the most part these 





ee Kenneth KR. Andrews, “Fxecutive Training by the 
Gase Method, Harvard Business Review, Vol. 29, Number 5, 
September 19Si, 8. 

23 See Appendices © through J for examples of the cur- 
rent use of different sxecutive development techniques, 


an Ketional Industrial Conference Board Report Num- 
ber 107, Auguat, 1950. 
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egatisfies the objectives of an executive development program 
and that {it can be readily dcesigned to provide the requisite 
elements, This study has found no instance in which the 
ease approgech was not enthusiastically received by the par- 
ticipants; in most cases 1t seems to have stimulated contin- 
wed case discussion long after the training session was over, 
This seems to offer substantial proof that the attitudes, 
feelings, and experience of those being trained is not ig- 
norec, and that, consequently, very little 1f any boredom 
results, In regard to whether such training enables one to 
approach the human probleme of administration more effeet- 
ively, ‘eining concluded that: 


It ie precisely in the case appreach that 
the supervieor iearns to become worker-ceéa tered 





<> imatin 3, Ingleheart, “How General Poeds Gives 
Management Training to Top Lxecutives,” dale 
Vol. 57, No, 2, July 18, 19%6, p, 38. 


136 






wre > 





" a ee 





See ese 
———_- 





Reinet 
sAAmepe ems warremy GP Race Wither as ne Ot sets tm 
es ee mete 
scene SmiALamtm oad yd seme +) oneen tome at vemmmeats 
csmeertae aes Dams “sey Latanncenen write 2° suet ote 


"ot 400 HE Lenin pated ome Lo Renter 9 settee 


—  ahtem atLees denes em emes 2) owe 
Power me neteensisatess Ye met tiov faamd Mell Onemrmges 


tabdeeve 4b €1 - 
mj. JA SE vs Sat 














recuces the over-confidence of dogmatic participants by 
submitting their ideas to challenging thoughtful criticiss 
by their equals,” but they also warn that “under the pres- 
sures cf heavy work-loads, conflicting personalities, and 
loyalty to oid methods, brilliant classroom analysts may 
fail in practical application, "*7 

To summarize the value of the case method as a means 
of training executives, the attitude expressed in Mee‘'s Per- 


sonnel] Handsook appears appropriate: 


The most significant value ef the case study 
method is the fact that during the interchange of 
opinion, indivicuals express ideas and attitudes 
about the facta of the case and the issues of the 
ease which are challenged and analyzed by others, 
Rech perzon reacts to the ideas expressed by otner 
supervisors an& adginistratorsa with different baek- 
grounds, different functions, and different view- 
points, Tne method helps the conterees to sharpen 
anc breacen their understanding and judgaents and 











26 henry Neining, Jr., "Case Methed and Public Person- 
nel ,dministration,” Public Personnel Review, Vol. 12, July 
1951, p. 155. 


27 garl G. blanty and Carlos Effersen, “Developing 
Leadership for Tomorrow's Tasks, Duns Review, February 
1952, pe T4. 
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to become aware of their os paul and ate 
titudes in administrative practice.<“ 


An example of how the case method has been effectively 
utilisec in training executives outside of the schoolroonm 
was reported in the January 6, 1951 issue of Business \eek 
magazine. fhe report was a description of an after-dinner 
series of case conferences conducted in Racine, Wisconsin, 
by professors iiichard Donham and Leen Bosch of Northwestern 
University for e voluntary gathering of business men from 
many companies in the area and from all levels of manage~- 
ment. The methcdology was quite similar to that used in the 
university courses, except that the participants did not 
have to be absent from their Jobs during the program,©? 

Reference fas already been made to a survey of executive 
evelopment proarams recently completed by Mace. It is in- 
teresting to note that be concluded that positive gains had 
resulted from the use of the case method despite the fact 
thet no actual measurement of such gains was possible, Hia 
comment was: 


fhe results of such pregrama, because they 
are coneerned vith attitude, are not measurediec. 








28 jonn P, Mee, editer, x (New York: 


fhe Ronald Frese Co,., 1953, p. 1 


29 “reaching Yxecutives to Think,” Business Yeek, 
January 6, 1951, p, 89. 
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Furthermore, Mace presented six generalizations on the 
use of the case technique which offer a very valuable check- 
list for satisfying the requisite elements in future program 
planning. Fxeerpte from those generalizations are as follows: 


1, The conference leader plays en import- 
ant role, not in directing the nature of the 


awer ... his function is to help members of the 
group to learn but he should not bes teacher 
who tells cr lectures," The real contribution of 
thia type of conference diseussion consists of 
ing the environment within which each men- 
ber learns for himself ... the leader must alsa 
stay out of diacussion except as the cccasion 
necessitates keeping the meeting from degemerat- 
ing into a bull session, 

2. <A conference program should start with 
the top members of management ... the president 





by the rest of the organisation, 

3, Members of the group should be from same 
organization level. juperiors and suberdinates 
gehovld not be in seme conference group ... full 





3° Mace, op, cit., p. 171. 
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time and place so that 
interrupted by the cemands of 
phone calis and personal calis 
mitted, 


He 
i 
i 
i 
: 


A final requisite of a case teaching program which 
should be mentioned is the need far goed con’erence leader- 
ship and an understanding of the essence of good ciscussaion 
methods ty all members of the group. it has been pointed 
out ¢arlier in thts study that the success of a case study 
program will derend, to a large extent, upon the caliber 
of case-conference leadership displayed by the leader, His 
effectiveness will naturally be enhanced greatly if the 
pertictpants also have a seod understanding of the proper 
role of cach element of the discussion program. Consequent- 
ly, ene of the first steps whieh should be taken in setting 
Up @ case program is the education of the group, and in par- 
ticular the leader thereof, in the essentials of good dis- 





32 Tpad., Ps 170. 
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aus 2 
we: 


eussion tactios, An excellent pamphlet which provides the 
type of information regarding discussion procedures that 
would be applicable te a case study program is, How to Lead 
Discussion, by Letoy ©. Bowman, A Sew of the key points 
from that pamphlet are excespted below: 


T 


of 
as discussed; to turn the discussion 
another, He starts things, keeps them going, 
and winds them up, but does not co thea, 


é 


3. The leader must see that informality ia 
the rule in every meeting but that it ia a pleas- 
ant ineicental in the eonduct of discussion and 
not an excuse for lack of purpose in the talking. 


4, Responsibility for everything that is done 
2kheuld be put on the group, as far as time and cire 
cwestances permit, and the members should learn 
that they as a group are deing whatever is done ... 
Not only is the group reaponsible for conclusions, 
but increasingly, as the members learn the discus- 
sien method, they become responaible for the way 
in which the meetings are conducted, 


5. Questions that aek “why” are excellent, 
Bince they get back to caugea and reasons, Ques- 
tions that ask when anything is true are excellent. 
Questions that ask (in slang terms), “Says who?" 
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euring unity. Leter it may well be used to em- 
phasise the fact thet perfect egreement never 
reashed and its quite undesirable and that ques- 
ticns ere never settled, 


o 


10. A bigh ideal for any disewasion group is to 
help ite members so to understand themselves that 
2 happier emotional tone is established in the 
group and they SD Sy if need be, dbet- 
ter balanced emotionally,.~ 


Specific examples of the use of the case method for 


superviser or executive development in business will now be 


eited: 


ee wT 





32 Leroy C. Dowman, How to Lead Discussion (New York: 


The Voman's Press, 1934). 
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Armstrong Cork Company 

Armstrong Cork Company eppears to have been one of 
the pioneers in the use of the case method, having intro- 
@uced it in 1933, To date, its use has been limited to the 
training of saupervisore, but an experimental program is 
nearing completion which is expected to lead to the use cf 
cases in an executive development program, Tentative plans 
eall for holding the training sessions at & company-owned 
ledge near the main effice location. Seleoted executives 
will be brought in from the field ence a year, or every two 
years, to be brought up-to-date on company policieer and to 
be given the oppertunity for individual cevelopmert through 
& short case discussion program.-- 

E. J. du "ont de Nemours and Company 

DuPont Company has not, as yet, actaally used the 
ease methed in a continuing formal group training progren, 
They have, however, conducted an experimental case program 
for members of the upper levels of management, and they cur 
rently employ & case approach in thelr mamual, Supervisory 
Problems, used to train new supervisors by the coach-and- 
pupil method. 





32 Prom a personal interview with Kr, T. G,. Newten, 
Training Director, Armetrong Cork Company. Cee Appendix C 
and Appendix > fer Giscussicn of this prograas,. 
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Hower of Harvard University. Although no formal evaluation 
tive results had been achieved in many cases, we of the 
most striking changes noticed was the realisation on the 
part of a few very dogmatic executives thet there really is 
more than one way to handle most hwean relations problems, 
end that their solution was not always acceptable to the 
majority of the group as the best engwer, ‘“erieve considera- 
tion is being given to further use of the case technique in 
executive development at Duvont,3* 

The training manual for new supervisors contains write- 
wpa of fifty-five situeticns that ere representative of the 
Kinds of problems whieh s new foreman is likely to eneounter 
during the early months of his supervisory ezperienee, Most 
eof them are real situations experienced by Dufont foremen; 
some are human relations problems, same involve poliey ques- 
tiens, and others are concerned with the paperwork er pre-e 
eedure phase 0: the job. They center around the day-to-day 





34 Frem a personal interview with Dr, W. A. G. BenGer, 
Manager, "ersennel Research Section, ". I. du Font de Ne~ 
sours and Company. See also appendix =Z. 
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activities of a fictitious foremen ard his eres of twelve 
men, Character sketches of the men are provided to acd a 
wore realistic tone to the study of the situations. The 
pattern of each problem is about the same -~- the problem is 
stated and followed by a series of possible actions, Dur- 
ing the informal ciscussien, the supervisor poses the prob- 
lem to the new foreman and then gets him to think through 
the advantages and disadvantages of all of the possible ac- 
tions, There is no answer book for the manuel, since it 1s 
generally agreed that good management cannot be reduced to 
simple rules of action. 

One of the most obvious results noted from this use of 
the case problem appreach is that after discussing probleme 
with bis imeedtate superior the new foreman is not afraid 
to go to that supervisor for heip. Sefore the probleme man- 
ual was introduced most new foremen were reluctant to go to 
the boss for help, for fear that the boss might get the in- 
pression that he was net capable of handling the job,2> 

Johnsen and Johnson Company 

Johnson and Jonnsen a4 its affiliates have used the 
ease approach in connection with the training of at least 


five different groups of executives and have found it to be 





35 Excerpted from DuPont Company's manual Supervisory 
Problems, we 
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@ valuable teckmique, Jeference has already been made to 
pudlished comments concerning values and limitations of the 
ease method, as noted by Planty and fffersen at Johnsen and 
Johnson, 36 

| og 2 Me ’ 

Yestinghcuse tas just recently inaagurated a fermal 
managerent development program, but at thio writing 10 re- 
mains in the planning stege, It is pertinent to note, how- 
ever, that plane are veins made to employ the case approach 
when the training program is formulated, 37 

Kreger Company 

Kroger Company 19 currently employing a type of 
ease approach in treining at two different executive levele. 
As will be noted from the description of this program in Ap- 
pencix A, 1% combines evaluation with training and uses a 
role-playing procedure prior te case discussion. 25 

A case approach ig used for toth executive and sue 
pervisor training at fetroit Edison Company. At the execue 
tive level £ conference type of problem-solving is employed; 

36 See footnote 27 of this chapter. Also see Appendix PF, 
37 See Asppemdix ¢., 
“ee (‘ppendix H, 
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whereas, at the supervisor level, actual case studies are 
Giscussed, utilizing Armetrong Cork - MeGraw Hill strip fllz 
cases, It is to be noted that they have concluded that ac- 
pion,2? 

Carnegie - iiMnois Stee) Company 

The case method is not used in the formal executive 

development program at Cernegie-Illinois Steel Company at 
present, but it has been used previously, is used informal- 
ly now, and ta considered to have merit. 40 
Case Method in the Military 

It has been noted earlier that a cate-preblem method of 
leadership instruction has been used in at least two public- 
ations on naval leadership yublished in the past ten years, 
The Nenual for Practical Development of | hip qualities 
(1954) was written primarily fer instructors of leadership 





eourses in officer training scheoole, It stated that the 
leacership problem should be the basis for much of leader~ 
whip inetruction, ani it provided a chapter on the use of 
the problem method. It was, however, a very vrief pamphlet 





23 see appendix I, 
50 see appendix J. 
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produced umder emergency conditions, and it did not refer to 
the case method as defined in this study. 

Kaval Leadership, published at the Naval Acadeay in 1949, 
is a wuch more complete treatment of the subject and inoludes 
three major subdivisions: Psycholegical Frinciples, Precept 
and Example, end Case Studies, Amphasis is upen principles . 
ani techniques presentec in a textbook fashion, with only a 
very brief discussion of the use of the scientific process 
of problem-solving and the methodology of ieacership instruce 
tien, It dees inelude, however, forty-nine ease writeeupse 
depicting various explicit situations requiring decisions by 
a superior in a military organization. 

. Gefinite use of the case technique has teen made with- 
in the last two years in connection with the training of re- 
serve officers in the Organized and Volunteer programs. A 
series of twelve cases, titled "Functions of the Naval Admin- 
istrator,” was produced under contract by Harbridge House, 
Inc., of Cambridge, Massachusetts, These were printed in 
three sections: a cage write-up, an instructor's guide, and 
aseript., In addition, a transcription of the vexsbdal pore 
tions of the case, together with procedurai inatructions, 
aCCOmPanies each case, These cases are used without advance 
preparation by the members of the group to provide the sub- 
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stantive matter for discussion seesions suring naval reserve 
unit drills. one member of the unit acts as discussion lesd- 
er, In most cases he has had no spectal training fer the job 
of leader other than the suggestions provided in the in-e 
structor's guide, 

Comments from the Comeandants of all neval districts 
wkich have used the case series in instructing reserve of- 
ficers in the espects of naval administrative procecure have 
been unanimous in eoceptanece and praise of the technique, snd 
all have requested an extension of the program.‘ A second 
series of cases, these on naval leagerehip, is currently be- 
ing prepared unger navy contract, 

Another case program for the study of administrative 
methocs in the navy has been ceveloped within the organiza- 
tion of the Executive office of tne fecretary., The pregran 
was instigated as a means of teaching civilian internes with~ 
in the Navy Depertsent, It has as ite primary ais the ce- 
velopweent, in the trainee, of an ewarenesa of administrative 
problems or situations, which can be "relived” with prefit 
te the office, the agency, OQ the government. The trainees 





41 See .ppendix £ for an appraisal of the case series, 
"wunotions of the Neval administrator” by a meval reserve 
unit ef educational epecialist officers, 
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thamsolves ere required to prepare narretive histories of 
pPooleme whioh they encounter or beer of from others, to 
analyse the prweless in a written report, and to submit the 
eutire case to the group leader for subsequent group discus- 
raion, This program has been well reeeived by the junior 
managowen: group of the Navy -epartment, and those responsi-«- 
ule for the training feel that it has been very effective, "@ 
®& Cinal example of the use of the ease appreach within 
the navy is a training film which has just been completed 
for vi@sing by 211 officers and of Picer candidates, The 
movie Gas not been supplied te all training aids Libraries 
as yet, wut it ia expected that it will bear the title: “The 
Cruise of U. -. &. Farragut,” It will consist of a compesite 
case history of ea few days in the life of a destroyer crex, 
depicting the many bumen relations preblems which arise, 
Tee script sas prepared with the aid of faculty mowbers from 
Karwar University ané all incidents are euthentic, although 
@1il dic not oecur exactiy in the sequenee shewn in the movie. 
ume additional application ef the ease technique to 
teaching in a military wnit is ea course in tzecutive Develop- 
ment being given at the Industrial var Collere in Washington, 





42 “Beerpted frees information supplied by the Execue 
tive Office of the Secretary ef the Mevy. 
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D. Cc, This eoures wae omiginated by an ammy offiesr gredu- 
ate of the Aurvert .Gvanced “imagement course en follows 
the Harvard approaoh quite closely. 
iummery 

From an istroduetion et the Harverd Law Seheol in 1871, 
the case cethod of teaching has spread throughout the United 
Etates and into almost every field ef instruetion, Although 
pe statistical evidence can be cited which would actually 
prove that the case approach is more effeetive than any 
other teaching method, many educators have noted results 
from its use which were very gratifying and which seemed to 
indicate thet real learning bad ocsurrec, Among the moat 
important results noted were: 





1. Cheanee in attitude toward others 

&. Tnereased understanding of self 

2, Greater power of reasoning, discrimination, and 
Jusgment’ 

5, More effective leacershis and more intelligent 
followership 

5, Seduction of cockesure and premature seneraliza- 
tions 

6. Incremeed maturity from learning te live with in- 
evitable insecurity 
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In the businese world, 4 marked increase in interest 
in executive development programs has cecurred in the past 
few years, The general aim of such a program is to develop 
skill, understanding and a breadened attitude, rather then 
the accwmrlation of facts, More and more the importance of 
social problems hae been recognized, and oo 3 resull, the 
become a primary aim. The actual program desired is one 
whieh minimizes beredem by stimulating refleetion on one's 
own eaperienees and the expertences of ome's associates as 
& e@ans of learning te handle the human problems of orranicae- 
tion more effectively. 

There have been more than fifteen different executive 
development methods produced, of which the case wethod has 
become one of the most popular, Many top management mexbers 
who have completed a case program cf advanced managwement 
training at & university have been inetrumental in initiat- 
ing a clmilar system of development within their comoany sf- 
ter their return, To be most effective, it has been found 
that the training program shewld be as practical as gossible, 
should be cenducted of ff the company grounmis, must have coed 
Cime-organization ani leadership, ané may need the culdance 
eof a professionali consultant, 
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In pragmatic usage the cas¢ approach has been foun to 
be very satisfactory as a means of training executives, It 
1s outstanding in its ability to hold the attention of the 
participants; it helps the executive make decisions based 
on reason rather than emotion and rule alone; ust it tends 
to reduce the over-confidence of dogmatic esesutives through 
in all instences, however, and even when there Le definite 
progress moted among participants in the course of ciscus- 
sien and decision-making, toere is ro essurance that there 
will be a carry-over to practical application, 

Mace hes noted positive gains from the use of eBee proe 
grams in induetry aenl hes provide? a valwable list ef gan- 
eralizations resulting from hia recent eurvey cf executive 
Sevelopeent crograms in this country, One of the moet ime 
pertant requisites Cor awuecess in sweh, a pregram is @ work- 
ing knowledge by both the group leader and the group members 
of the essenticzis of g20c group dissussien tactics, 

“peclific Imatances of the use of the osee method in ine 
Gustry anc in the military indieate that masy versions of 
the technique hare been deviged and that tae basic concepts 
unterlying thea appear to be sewn. 
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CHAPTE" VI 
A RECOMMENDED CASE METHOD LEADERSHIP DEVELOPMENT PINOGRAM 
FOR NAVAL OFFICERS 
Introduet! 
the case method of instruction, and the uses and results of 
the technique in the fields of education, business, and the 
military have been reviewed, In this chapter a formal 
program for development of leadership among naval officers, 
through use of the case method, will be proposed, 





Munsen hes said that the true purpose of training in 
a military organmation is to prepare for a rapid and ef- 
ficient edjustment to eny new situation of war,’ “wars are 
feught by armies, but armice are composed of individuals 
who have personalities that respond differently to the same 
situation ané require dissimilar handling to secure maxinun 


efficiency from each one, "2 


This recalls once again a postulate which hap been 
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noted earlier in this study: that the task of the leader, 
and particularly the wilitary leader, is te a very great ex- 
tent the centrolling of the interactions of subordinates so 
as to obtain the maximum productiveness from each toward 
the objective at hand. Merton has pointed out that the 
bureaucracy which is demanded by the regulatory nature of a 
military organization tends to nullify the very attitude 
which seems to call forth the greatest efforts from those 
subordinates, His reasoning was expressed in the following 
sequence: 

1. An effective bureaucracy demands reli- 
ability of resapense and strict devotion to reg- 
ulations. 

2. Such devotion to the rules leads to their 
transformation into absolutes; they are no longer 
conceived as relative to a given set of purposes, 

3, Thie interferes with ready adaptation un- 
der special conditions not clearly envisaged by 
those who drew up the general rules, 

+, Thus, the very elementa which conduce 
toward efficiency in produce inefficiency 
in specific instances, 

The effect of this bureaucratic influence upen the ine 
dividual officer seems te be a tendency toward closed-mind- 
edness and methodization which resulta in the denial of 
spontaneous centributionse on the part of sudordinates. 


Munson expresaed the danger of this tendency as follows: 
3 Robert K. Merton, “Bureaucratic Structure and Per- 
sonality," Social Forces, Vel. 15, 1940, p. 564. 
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life demands has been spoken of as “totalistic intellizence® 
w- certainly an ability which the bureaucratic attituce dise 
cussed above would not encourage, meler expregee. tue need 
for this type of intelligence as foliows: 


Actual military problems, however, weually 
deweanc a special form of intelligence which 
may be characterized as the abliity to grasp 
2 complex situation in its entirety, without 
losing sight of any secondary factors which 
may affect it ("Totalistiec intelligence”) ... 
There is no place in such sitwationsa for par- 
ticularictic minds, ex fer the thoreugh indiv- 
igual with limited vision, or fer the person 
whe ie easily fatigued, Totaliatic intelli- 
genee provides the sconetant grasp of & cam, lex 
and changing probles an¢ demands unrelenting 
application of a detached, constantly vigiiant 
netuve, readily susecertible to any change but 
always ready to decide quickly if the new Je- 
velopment is ome that kes significance for the 
rain goal, 





* wansen, op. elt., P. 32. 
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What hae the United tates Navy done, and what is cur- 
rently being dene to allow and encourage the development of 
a "totalistic intelligence” ameng officers? The formal pro- 
grem of education of an officer, as officiaily prescribed, 
is indeed a broad and erudite plan which extends consider- 
ably beyond the basic baccalsureate level of college. It 
includes ea required general post-graduate course which will 
eventually apply to all unrestricted line officers, and it 
provides oppertunity fer specialized training et the Navy 
Post Graduate ‘choel or at certain civilian institutions, 

In addition, there are standing ordera in meny echelons of 
the operating forees which require extensive notebook pre- 
paration on mumerous technical subjects by all junior of- 
ficers, 

But what program exists to develop the leadership po- 
tential of navel officers after they have completed their 
college training and joined ective units of the organiza- 
tion? The teashing of leadership through unplanned individ- 


ual understudy and guidance and the planned vrocedure of 





2 Meier, op. eit., p. 208. 
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jeb-rotation have been alluded to in the early pages of 
this thesis. ether extensive search into the matter bas 
failed to uncover any other method of leadership devwelop- 
went in broad usage within the naval establishment. Swere 
appears to be no expressed official policy in the navy con- 
eerning metheds of leadership training fer officers, In 
view of the acknowledged importance of dynamic leacership 
in the performence of duty of an officer, there is definite 
justification for the formulation of an explicit policy for 
the planned, organized development of leadership ameng ail 
officers and the immediate implementation of such a policy 
by means of a formal navy-wide program. It is pertinent 
toe note that at the present time there are more than twen- 
ty research projects being conducted in the crea of leader- 
ship and human resources under naval research contracts, 
yet not ome of these is currently studying the practical 
process of leadership development .© 

1t was pointed out under the discussion of leadership 
Gevelopment. in chapter III that the problems faced in the 
develorment of executives in industry are in many respects 
synonymous with those faced by the military services in the 
Gevelopment of officers along non-technical lines, 





€ From &@ personal interview with Dr, Joan Crissweill, 
Office of Naval Research, Human fiesources Division, Vash- 
ington, D. C. 
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Prom the review of uses which have been made of the 
that some uses in business circles have veen markedly sin- 
training program. It is logical to assume, therefore, that 
wuch of what has been said concerning the objectives and 
the requisite clements of an executive cevelopment program 
ean be mesningfully applied in fexrmulating a leacershis de- 


velopment plan for naval officers, 





From the foregoing study of the nature of leadership 
and the process of learning as it would operate in the de- 
velopment of leadershic, it appears that a program for de- 
velopment of naval officers should have as ite aim Uke 
growth of insight and ability to understand and solve prob- 
leme in human relations, This calis for the development of 
a "totalistic intelligence" that would give rise to a mili- 
tary mind which could employ bureaucratic am) institutional 
wethods for the accomplishment ef these tasks which demand 
the regulatory character of such methodology, yet, at the 
same time be the type of mind whieh could maintain the ¢e- 
gree of plasticity necessary to asoure keen ineizht into the 
multitudinous infiuences which affeet the responsiveness of 
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titude which «ould encourage active participation at all 
levels in the day-to-day problem-solving process, to the 
end that the best possible solution to each problem be 
produced, yet which would sanction no diminution of the ac- 
eeptance of the right of authority vested in military com- 
wand, 

For naval officers, a training progrem must be practic- 
al to be suecessful, for they, like busy executives, must 
answer today's problema today rather than dwell upon the 
theory involved. The leadership development program which 
this thesis recommends is a case study pregram conducted 
within each local command organization with maximum empha- 
sis upon the practical aspects of problems similar to those 
being faced daily by each particular group. An outline of 
the key points of such a pregram is given in Appendix L; 
those key points will be discussed briefly 4" the remainder 
of this ehapter,. 

Before the case program can be formulated, certain 
eriteria must be agreed upon which will assist in the ulti- 
mate determination of whether participation in such a pro- 
gram has produced desired results. In cther words, there 


must be a delineation of how an acceptable leader at each 
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echelon and in each branch of the navy actually performs. 
Unfortunately, the prezent state of knowledge and egreement 
on thie question ia so limited that the fermulation of cen- 
crete criteria is not possible. Prom ea revier cf the liat 
ef current research topics, plus e brief invectigeation at 
the Bureau of Naval Personnel, the euthor hea been uneble 
to find evidence to indicate that a thoreusgh jJcb descrip- 
tion and enalysis at the officer level has ever been ac- 
complished, or is at present contemplated. Neverthelees, 
it has already been noted that a great deal of continuing 
research is being sponsored by the nevy in the field of 
leadershis. and it 4a to be hoped that meaningful resvite 
will be acegierated, If. through some form of factor analy- 
sis, maval leaders could be divided into the minimum number 
of trnes which would adequately define the needs of the ser- 
vice, and if these separate composite tyres could be de- 
gseribed in cencrete terms which would previde e sown basis 
for eslablis:ing criteria for leadership training, then the 
problem «° develocing an effective program for such train- 
ing would de greatly simplified, 

The laek of truly objective eriteria for use in form- 
Wlating a development program aheuld not, hewever, discoure- 


age tae effort to do tha beat pessible job with the knowe 
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ledge at hend. As progress is made in the areas of basic 
and applied research, the findings can and should be con- 
tinuously integrated into the structure of the development 
precedure then in existence, The immediate task is to es- 
tablish the most objective leadership criteria which can be 
agreed upon and to preceed to formulate the training pro- 
gram with these criteria as a goal, 

The first majer element of a case program which would 
have to be developed is the casebook itself. This manual 
should consist of three sections: a naval leadership “text” 
section, a case methodolegy section, and a section provid-~ 
ing selected cases and giving pointera on how to draw up 
ease histories locally. 

The naval leadership section would consist primarily 





of a revised version of the 1949 edition of Naval Leade: 
ship.’ Sueh a revision should present e textbook diseus- 
sion, taking into aceount all the advances which have been 
accepted from recent leadership research, and, in addition, 
providing a reprint of a few selested papers in the area-- 





T py, John K. Hemphill informed the author that an 
evaluation of the book and its early use et the Naval Acad- 
emy, done by Dr, Pilmore Sanford and himpelf, 1s to be pub- 
lished in an early issue of a psychological periodical, 
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similar to the approach used by Robert Dubin in his recent 
easebook in human relations .© 

The case methodology section ahoule be & procedural 
presentation, offering a complete discussion of how the case 
method can beat be used to accomplish the objectives agreed 
upon in eatablishing the criteria for this leadership de- 
velopment program, It should be prepared by professional 
experts under nevy contract, but 1¢ should not represent an 
extreme approach -- such as either the free” cr “deter- 
minate" methods tend to he, Final decisions on context should 
rest with a board of experienced naval officers, Specific 
advice should be included on such topies as how to estab- 
lish the preper student-centered atmosphere, the appropriate 
actions called for on the part of the instructor and the 
participant, accepted methods of procedure for the overall 
program, the steps in the process of decision-making, and 
pointers on conference procedure, In addition, concrete 
suggestions, similar toe the type which have been included 
in chapters Iv and V of this thesis, should be given on 
such program elements as: motivation and orientation of pare 
ticipants in acvance of case discuseton, establishment ef the 


proper size and nature of group, provision of the most ap- 





8 see Robert Dubin, Huma 
(New York: Prentice-Hall, Ine., 
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termination of the proper length of entire program af! of 
leadership for the program.’ 

elude the selected cases and pointers on how to drae up cape 
histories locally, Professional guidances is definitely 
ealied for in the development of this secticn, The collec-~ 
tion of cases should begin as soeo alter appreval of the 
overall pregram as possible, aa this will require 2 gront 
Geal of time, end the volume cf cases prepared shovld allow 
eonsiderable editing and elimination in arriving at the 
final group to be printed in the casebwod, Casez should 
be prepared in such a way that they can be readily sara- 
logued according to level -< rank and station of offieer 
who would be responsibie for major portion of declsicnemak- 
ing in the case ~» and aceording ta type of unit -- ficat 
or ashore, line or ataff, peacetime or wariize, apereticnal 
or training, etc. No attempt should be made to meke each 
ease depict only one specific leadership principle cr dis@ 
ciplinary problem, although some broad sub-greuping within 


9 See sypendix M for the author's pointers fer use 
in the preparation cf a gase methec program for leadership 
developwent of military officers. 
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the categories already listed, such as centralization, 
ete., will probably be desirable as an aid to group lead- 
ers in selection of cases for discussion, 

Each case write-up should be evaluated by actually us- 
ing it in an experimental session in a group trained in 
the same manner that subsequent groups in the field will be 
trainec., ‘comments and recommendations should be obtained 
frem the group leader, the group members, and from at least 
sions, Based on these composite evaluations 2 joint board 
group of eases when the casebook is put together, 

When the tentative easebook -~- which might be titled 
“Naval leadership Development Manual” -- has been compiled, 
a limited number of copies should te printed and then the 
complete progrem should be given a trial by setting up 
Pilot testa in a limited mumber of heterogeneous naval ace 
tivities, The results from these teats would be evaluated, 
and any acceptable recomendations would be Lecorporated in 
the service edition of the manual. 

At thig point it would be most advisable to prepare a 
brie? training movie for navy-wide distribution. This fllm 
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would follow the program through from start to finish in 
exactly the saanner prescribed in the manual, and it would 
show a sample case discussion being conducted by a typical 
group of naval officers, Every effort should be made to 

have this completed movie available in the field by the 

time the program is actually inaugurated, This would help 
assure that the case technique would be really understood 
throughout the navy, end that proper methodology would be 
usec from the start. In addition, movies or strip film 

eases should be prepared, evaluated, and made a permanent 
pert of the program if feasible, 

The procsram is now ready for release to the entire 
naval establishment. Before the actual release of the man- 
vals and the film, however, an attempt should be made to 
obtain the endorsement of the program by one or more top- 
level naval authorities. These endorsementa would be used 
in a public information build-up, both ineide and outside 
the navy, to give the program as much publicity and pres- 
tige ac possible, Purthermore, if feasible, 1% is reeom 
mendec that specially trained teams tbe sent to key locations 
to give demonstrations anc to agaist in inaugurating the 
pregram at the activity level, Finally, if the overall de- 
velopment plan proves adequately successful after service- 
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wide trial, follow-up efforts should be made to asaure that 
a@ permanent official policy is formulated and promulgeted 
which will assure thet this methed of leadership development 
becomes a continuing part of the navy's formal program for 
officer training. 
Sysmary 

One cerinite objective of ea training program for mili- 
readily to new situations. Since military units are groups 
of men, this ability will, of necessity, involve an under- 
standing of the factors which eause men to respond differ- 
ently to the same situation, 

The bureaucracy required by the regulatery nature of 
& military organization tends to develop among officers a 
type of institutional leadership whieh denied full utiliza-e 
tion of the human mental potential available in the organ- 
ization. In order to overcome this ambivalent tendency, 
the behavior of an officer must be conditioned through the 
Gevelepment of a “tetalistie intelligence” which can util- 
ise the spontaneous contributions of subercinates toward 
the solution of prebliemsa, yet at the seme time inspire a 
mature respect for and obedience to militsry command eas a 


means to an end. 


169 


éate ours Ww etep wd Simos cewTt> oeecilco! Jstw mre 
betegleune, bm fomteee) OL paticg (alolite framcvo! a 
oweqeberes cideretsal ly bedres wlut tm! our (Liv cates 
wo) ewq@ows lames) s'yvee fe> tk fae pie tice § aseoes 
— amma alae 
yh ee — «— — 
~tlse e) eqs, patalow « We weleyeyes StI 
She 4 ClLids bet le OO 8 12 CTO Ce 
Sores oUF Sele TIAA LEie SIES . wtsli setts wre oF YL chew 
en me erland «gilerered te Clie chilies ha! . com Be 
eT LS boeyroy od ome pens C2g0" er tes) 84? To eS 
—— ee oe onto ome ate oS ehtes 
owe Geeteinge af? Wo ote) Seer ort 
sowie pow oder © «ect aia yrtliss 
OAR te 156) eRe Aes Biter emmn Camel sentient oo Orme 
apes SS whee t lowe fp iment, seems em so! 4 mE 
trumtems sew eubiame Widder I wee Om wt 
a) Capron) memati ye tame ey oe oe ee 
~iiee ewe Gnide “ome Litend setelleeet*® «¢ So tree) wee 
Weeees eter ou ot imei > Emonetoce: om aed 
eo evigenl aot owe odt ch Sey yeorisey  aclioice 
oe wm YO af Sum tOEs) PTE ww) Phe Ton Poe 
= o- of 








There appears to be no explicit official policy in the 
United states Wavy today concerning the methods to be eu- 
Ployed in the development of leadership ameng officers. 
This thesis hol¢cs that suek a policy should be devised. Fur- 
thermore, experience to date in the fields of education and 
business seem to indicate that the case method of instruc- 
tion is one effective technique for Geveloyping personal ine 
sight and sxill in the scientific method of problem-solv- 
ing, particularly in the area of human relations. It is 
proposed that such a program be considered for the develop- 
ment of leadership in efficers of the navy. 
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Sum 

The purpose of this study wae to conduct eae qualitative 
appraisal of the case method of instruction, with particular 
emphasis upon those characteristics which might make it a 
valuadle technique for use in the development ef leadership 
in maval officers, The research consisted of a ourvey of 
pertinent literature, supplemented by personal interviews 
with a few men who have hed experience with the use of case 
studies in both the educational and industrial fields, and 
by written inquiries acdressed ta others in the same two 
fields who could not be interviewed in porson, 

Time and monetary limitations precluded the use of a 
eontrolled experiment in comnection with this appraisal, 
Findings and cenclueions will be drawn from the foregoing 
atucy of the experience of others in the use of the case 
method, rather than from a statistical evaluation, 

This study was inspired by the lack of a continuing 
formal orgenized progres within the United States Navy for 
the development of leaderehip in officers. Investigation 
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by the author, assisted by the Training ltesearch Section of 
the Bureau of Naval Personnel, failed to disclose any ex- 
plicit written policy within the navy concerning methods to 
be used to encourage the growth and development of naval of- 
fieers in areas other than technical ones. Consequently, 
this thesis has resulted in the proposal that such a policy 
be formulated, and that the case method be tested as 2 pes~- 
sible anawer to the leadership development problen. 

It was noted that the need for a more positive means 
ef developing leadership among military officers has greatly 
increased in the past decade because of the increased need 
for teamwork and co-operation which has been brought on by 
the complexity of the new modes of warfare, It appears that 
the coriventional objective of military training which placed 
preponderant stress upon the close-order conc@t of one-way 
communication should be re-examined, and that a new concept 
should be considered which will encourage the self-starting 
characteristic of the military mar to cperate in those areas 
where individual centributions can aseist io the solution 
of problems. This thesis has been cencernec with the search 
for a means of implementing such a revised concept -~- with 
the search for a training method that could develop in naval 


officers @ plasticity ef mind which is so essential to en 
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understandio:s of the illogical human responses as well as 
the logical one thst could develop a “giving” type of fol- 
lowership whie® evidences a self-inspired acceptance of 
military command as e meene to en end without developing 
ar attitude of inallerpable right to question orders from 
above. One which could produce a creative, dynamic type 
ef leaderthip which is based on two-way cosmunicatic*: and 
a sciertific rather than a stereotype trend of mind. 

In order to establish a standard against which to 
measure the value of the case method, it was Geemed neces- 
sary to evaluate the consensus of current opinion es re- 
gorda the nature of leadership and the natwre of learning. 
That tudy wes followed by an investigation into the theory 
ané characteristics of the case technique and a summariza- 
tion of some of the results whieh have been noted from its 
use in the fields of education, business, and the military. 
In the conclusions to follow, the case method will] be ap- 
praised in the light of the overall objective of a military 
leaderahin development program and with due regard for the 
furiamental vrinciples of leadership and learning. 
Findings 

The Cindings resulting from thie study consist of 
reasoned deductione derived from e survey of pertinent 
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literature, personal interviews and correspondence with 
experience of the author during twelve years of commissioned 
service in the United States Navy. 

that the preponderant weight of opinion today in the area 
of leadership study is opposed to the pure trait approach. 
There is general agreement that there are certain personai- 
ity traits which are more often found in leaders than in 
non-leaders, but the mere possession of such traits dves 
net conetitute one a leader, ‘Among the definable charact- 
eristics found in most leacers are some which are consid- 
ered to be trainable in many potential leaders, @.g., know- 
ledge of human nature, a scientifie trend of mind, and en- 
thusiastic purposiveness, 

In lieu of the pure trait approach to the analysis of 
leadership, most students in the field have adopted a dynan-~ 
fe approach which considers that leadership must be ex- 
pressed as a complex equation with many variables, the 
primary ones being: the leader himself; the followers; the 
conditions of the situation; and the emotional, psyehical, 
and cultural influences cperating on beth the leader and 
the led, 
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There seems to be dorinite indfeation that there are 
many different leader types and that an individual might be 
& leader in one situation and a follower in another, Joo 
of the leader-typeso of interest to this study are: formal 
vs, informal, creative vs. domineering, delegative ve. non- 
Gelegative, and face-to-face vs. indirect. The menner in 
whieh a leader cets a job done alse will vary with the in- 
dividual and with the situation. He may plece primary en- 
phasis upon being socially acceptable; he may be chiefly 
production-minded ari subordinate all other objectives to 
the cemand for output; or he may conceive of his role as 
primarily that of a group catalyst with the main objective 
each follower. 

Leadership studies at Ohio “tate University's Person- 
nel Feseearch Board have ahown that leader behevior can be 
described reliably and quantitatively, and have indicated 
that perceptions of responsibility, autherity, and delega- 
tion may be related to effectiveness of administrative per- 
fermance, There seems to be need for training of leaders 
in self-perception, as evidenced by the fact that superior's 
amé subordinete's description cf behavior of an individual 
leader agree better with each other than a self-description 
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concerning leederthip treining is that results may be fruit- 
less unless changes in behavior of those at the top also 
ecscur. <tudies of group dimensions have indicated that the 
successful leader tends to risk bis personal welfare for 
the greup and operates so as not to indicate a feeling of 
being superior to group members except in larger groups 
where the followers accept move leader-centered behavior. 
Finally, the status attitudes of an individual appear to 
bear 2 direct relationship to his acceptance as a leader, 
and only linited progress toward leaderthip development can 
be made so long as extreme status attitudes persist. 

learning is generally considered to be evidenced by a 
change in behavior and increased abliity to handle new situae 
tions, The process phases thereof consist of acquisition, 
retention, and transfer. Active participation usually re- 
sults in better acquisition of skill or knowledge; reten- 
tion fa highest when there is @ high level of witlerstanding 
and when the learning involves increased ability to apply 
principles; and transfer occurs best when the new entity 
te be learned is presented in closest relationship to pre- 
vious experiences. 

Knowledge seems to oaverate on eat least four different 


levels, the highest twe of which involve evaluation and 
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education are to supply data for problem solving and to de- 
velop the ability required to evaluate that data and apply 
it meaningfully to new situations. Benne and Molinaro have 
offered the following suemary of aims which an educational 
process should seek to satisfy: 


(1) Men of all groups, including other groups 
than "my own,” are unique centers of thought 
and valuation and are potential contributors 
to my learning, as I am to theirs. 


(2) Human interests, attitudes and ideologies 

are learned and can be unlearned or reconstruct- 
ed in learning -- intergroup collaboration and com- 
munication are necessary conditions of recon- 
structing attitudes that are group reinforced, 


(3) The quest for dependable meanings con- 
cerning 2 plurality of means and ends is at 
ence man's most characteristic and hopeful ac- 
tivity; to assume that one knows the final 
truth ox good is to put an end to this activity, 


(4) Power is best eoneeived ag centered in ef- 
fective human control over things and meane 
through which things may be made to yield hu- 
man satisfactions. The widening of power 
through the growth among men of common under- 
atandings, skills, anc controls in maneging 
their environment is a goed to be sought. 
"Powar" which obstructs this widening is "pow- 
er” to be restricted and reeducated ... 

Where men differ, each may learn from an 
experience different from his own. 


These might be paraphrased to include the development of: 
1 x. D. Benne and L. Molinaro, “Edueative Use of Con- 
troversy," Educational Leadership, Vol. 8, March 1951, p.364. 
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(1) open-mindedness, (2) an appreciation of the influence 
of culture effects on man's responses, (3) self-pereeption, 
and (4) an understanding of the true nature of ‘earned pow- 
er.” 

Many conventional teaching methods do not seem to sat- 
isfy the basic educetionel objectives edequately, particul- 
arly when applied to the study of human relations. A meth- 
oeGelogy which provides for learning through purposing, plan- 
ning, doing, and evaluating, and which involves a student- 
centered approach would seem to offer tetter chances for ef- 
fective learning. Such a process should develop insight* 
and appreciation for others’ contributions, and should of- 
fer a more direct route to better understanding of human 
responsiveness, Axelrod has offered a summary of the gains 
which ean be realized from the student-centered approach 
in the following list of major aims of the group discussion 
method: 

2 Gordon's conclusion on this question is pertinent: 
"Tt seems that wita more and more certainty, we can predict 
that when people are faced with a non-threetening, non-eval- 
vative, and accepting situation in which they gradually 
learn they can take responsibility for their own cevelop- 
ment, shey gradually svegin to feel 1t is secure to expiore 
themselves and to accept things about themselves which then 


lead to changes in their self-concept,” From Cerl fi, Rogers, 
Client-Centered ae » (Beston & New York: Noughton Mif- 
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that leadersnip can be taught and that certain prineiples of 


human selations can be useful in the leader's fund of know- 


ledge, 


For this teaching it appears that a technique is 
needed which places ewphasia on the scientific method of 


reasoning and the development of insight and problem-solv- 


sion’ in the College Class,“ 


Vol. -2, April 1948, Pp 237. 
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The case method of inatruction provides the opportan- 
ity for a stwlent-centered approach whieh encourages tmaxi- 
mum participation in the learning, precets and which can aus- 
cessfully develop insight and ability to employ the selenti- 
fie metho4 in the solving of problems. It can be developed 
along either iniuctive or @efuctive linge, but there seeam 
te be goed justifieation for employing a combination of 
the two in the handling of cases. As 8 aching teumnique, 
it is peculiarly applicable to « study of the interections 
between people, for in the very ect of freely participating 
in Giseussions coneerning true-to-life case characters, 
the participents Sre engeging in human reletianes and learn- 





img how to work together toward a common objective. In 
this manner, substantial success is achieved in the soften- 
ing and amelicration of status-bound attitudes, prejudices, 
ani nearren-minged closures inherent in an individual's men- 
tal maxe-up., ‘hen the nature of the bureaucratic and in- 
stitational tendencies which strongly influence the develop- 
went of the military mind are studied, one is led directly 
te the econclusion thot a contrasting developmental tnflu- 
@Nncé 16 ¢€68e% ial if the wilitery orgenisation is to achieve 
ita ultimate desired effectiveness. is Gordon has said, 
"Actually the question is not whether the group members or 
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is whether the leader without the croup members can make 
better decisions than conn the totel group ipvluding the 
leseer.** Since the case method has produced pomitive re- 
sulta when used as a counter-bureaucratic stimulus, it Jef- 
initely follows that tte use as a technique for leaderehis 
development should have valuable potentiality. 
Gonelustons 

Pindings cedueed from this study eeem to support the 
following conclusions: 

1, There fe no explicit formal poiley in the United 
States Navy which specifies methods to be employed for tke 
development of leasgership in officers. 

2, There is «a need for a formal program ef leadership 
development fcr officers of the navy waich centinues to in- 
erease with each new increase in the complexity of medes of 
warfare . 

3. The conventional close-ordcer coneept of military 
training showld be re~examined in the light of the greater 
neeti for the self-starting characteristic of @e military men 
in the armed fcorees of today. 

h, 6° new concept of leadershis development srould be 





‘ Rogers , OP « eit., De 343. 
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adopted which produces a type of fellowership whieh evi- 
dences a self-inspired acceptance of military command as 

@ means to an end, and results in a creative type of leader- 
ship which is based on two-way communication and a scienti- 
fie rather than a stereotype trend of mind, 

5. A dynamic concept of leadership, constituted of 2 
number of variables such as, the leader, the led, the situ- 
ation, and the emotional, paychical, and eultural influ- 
ences, showld be utliized in the Cormulation of criteria 
for a leadership development program for neval officers. 

6. \ leadership development program should consider 
that there are different leader-types, different manners in 
which a leader way 54t a job dome, and that the leader in 
om situation might be the follower in others, 

T. There is a need for training ef leaders in seif- 
pereepticn, understanding of human relations, opprecietion 
of the influence of atetus and culture influences on human 
responsiveness, and in the art of objective probiem-oolving 
through the use o” the ewelentific method, 

&. Leedership can be develeped in some individuals, 
ana Sor wost of these ea technique which employs @ student- 
eentered approech in a non-threatening, ron-avalueting ate 


mosphere may ba moat effective, 
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9. The case method of instrection provides the eppor~ 
tunity for student-centered teaching with maximm particips- 
ing ability, and it is peculiarly applicable to the stuty of 
human relations. 

10. The case method pessesses substantial petentiality 
as a technique for the development of leadership in officers 
of the United tates Navy. It offers strong possibilities 
of being a successful precedure in a majority of cases for 
the development cf self-insight, objective probdiem-solving 
ability, ability to accept the contributions of others to- 
ward the solution of a mutual problem, and the abllity to 
recuce the detrimental influences of the bureaucratic mind, 





AS a result of the findings and cenclusions drawn from 
this study, the following recommendations are made: 

1. That the Navy Department continue the spconsership 
ef studies anc researsh in the field of leadership, but that 
@ larger portion of the effort be expended in appited re- 


search and lesz on pure reasearch; that atudies such aa the 





Level” be integrated with research such as that being done 
5 Personnel .dmin LG &: ati re eG Vie LE ACOI Abe (An 
napolis: United states tute, 1945), compiled un- 
dep te cdtbovehtp of the Mamqnatnt txgiacer ef tm Eats 
Departuent. 
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by the Personnel Nesearch Poard at Ohio State University 
and with more limited stwites such as this thesis repre- 
sents, to the ena that maximum productive value be realized 
at the operating level. 

2, That a comprehensive job analysis be accomplished, 
under professional guicance, of all officer Job-types with- 
in the naval estedlishment, with the results being ex- 
pressed ina form that will aid in the formulation of 
eriteria for the training of officers. 

3, That the case method of instruction be comprehen- 
sively evaluated under navy contract, with particular em- 
phasis om its petentialities as a possible technique for 
the Ccevelepaent of leadership in naval officers, 

4, ‘hat, if the results of the study proposed in re- 
commendation nmumber = are positive, the ease method pregram 
propesed in chapter VI of this theais be carried out by the 
navy. 

5. Theat a formel policy regarding leadership develop- 
ment of officere be prepared and promulgated by the Navy 
Department, end if recommendations 3 and 4 are carried out 
and prove successful, that the case method be adopted for 


implementation of this polley. 
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APPENDIX A 
rxcerpts from a letter dated April 15, 1952, to the 
author, from Karl .. Boedecter, Department of General Buei- 
nese, Aichignn State colleges: 


I know of no writings which will resolve the conflict 
betweer “free” and “determinate” case study methods, Ac-~ 
tually seme of the Harvard 5 sud : 
minate in their teachings : 

a rather complete case study enviroment, 
know, the mere embracing of 
antee that the instructor wi 
authoritarian manner, My own 

determinatively in the classroom, 
progress, but only as I constantly, 
term, review what I have been doing 

When I try to think about the 
lations, I get lest. (I, too, teach 
: rater), I cannot honestly re 
es for ection. I have started 




















Per some unexplainable resson I seem to be quite skeptical 
about learning and applying principles of human behavior, 

hecently, therefore, I seem to. 
principles. I em much more concerned 
oun capacities to sense and define a | I 
eeem to be able to get things done quite free and clear of 
principles if only I can get a grasp of what is happening 
in @ situation - who are the | 
their feelings, what are they 
they saying what they mean, what assumptions are 
ing their actions on, what is the meaning of 
are using, etc.? 

Of eourse, I draw om py experiences, but I de this 

I have a grasp ef what ie going on, The canger of 
applying principles is that I sometimes try so hard to 
force the situation into my principle concept, Thia often 
has ied me into difficulty, 

I should like to comment on using case material to de- 
velop military leadership. For me, cases represent one vay 


185 




























0 ui : 
iat 









pera 


Hie 
Hist 














int! 
u 








“> " 
be one of discovering that information which can be discov- 
ered within the limits of time, money, and energy. Usually 
this will be something less than the complete information 
Which is desirable, and so we begin with more or less dif- 
ficulty at the very outset. 

I feel, at this point in my thinking, that there are 
several learning methodelogies which may foree 2 person to 
develop his senses, Any of these may, perhaps, be useful 
for enccuraging leadership capacities. The use of cases 


to leadership ccentexts. I have observed naval officers 
use cazes, end i believe they developed into better officers 
beeause of their experiences, 

Another, perhaps too obvious point which we seem to 
everlook in our haste to train students - and perhaps of- 
ficers ~- is that we cannot slgenificantly alter in six weeks 
or even six months perscnalities which have been developing 
in various social environments for 20-30-40-950 years. we 
should not, therefore, get discouraged because e military 
officer does not overnight turn into a skiliful human rela- 
tions expert. It seems to me we all need patience in addi- 
tien to enthusiasm and stimulating methods. 
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APTEBDIX B 
Excerpts from chapter XV of a fortheaming book on Execu- 
tive Development by Dr. John «., Riegel, Cirector of the 
Bureau of Industrial Relations, University of Michigan, Ann 
Arbor, Michigan: 











methods of treatewent could well be employed, and 
eutaome ef each would probably be, After this 
: and sifting precess there can be a thorough-going 

@iacuesion of the fevored method, The participants can ate 
tempt to eutline &s several steps in proper arder, and to 
answer a rember of pertinent questions, such es whan, where, 
hew and by whom each step is to be taken, Although such 
thoreugh-roing consideration of a specific ease is time-con- 
suming, it can be a valuable personal experience since it 

angiysis, the exercise of judgment and the formula- 
tion of specific pians. 
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1 appraisal of the 
ing them. It requires plan-making in that the learn- 
er ia asked te project a specific program of treatment, 

Each participant subjects his ideas, attitudes and pro- 
posals to the critical examination of his associates, This 
experience, asauming that there is give-and-take among the 
individuale, may show him that he has biases, and that he 





ct 








tions caused by hie statements. 

Seme executives regerd problems in fields other than 
their own as relatively simple, Yet the executives in those 
fields regard the same problems ag complex and baffling. The 
major reason for the difference is that the first group 
sgoean't understand the work of the second. A good case re- 
lating to the field sheuld reveal some of tre difficulties 
there. The participants thus are led to realize that prob- 
lems in other fields than their own are not simple, and are 
not to be disposed of by superficial consideration and treat- 
ment. 

Also the consideration of individual cases reveals the 
many variable factors involved, It pute a man on guard 
against generalizations and sgainst attempts to reduce the 
treatment of any type of business problem to a rule or s0- 
ealled principle. Such a rule ceuld do more harm than good 
by over-simplifying the isgzues and promoting the idea that 
the particular situation does not need to be explored. 

The consideration of business cases also emphasizes the 
probability that several points of view should be taken in 
studying any situation and in trying to devise a suitatle 
treatment for it. This value of case discussion is evident 
in cases pertaining to management - employee or managenent~ 
vmnion relations, in cases dealing with buyer~seller relatio- 
ships, and in cases pertaining to debtor-creditor relation- 
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ships. The same value can be derived from cases pertaining 
to interpersonal problems among manacere themselves, 
executives themselves will put upon a given narrative, These 
reactions show that the individuals are giving different 
meanings to the statement or failing to notice other items 
clearly presented there, The experience shows that differ- 
ent individuals are sensitive to end interested in different 
typea of things. Their reactions reflect their experiences, 
These differences warn a discerning participant against the 
assumption that others share his views completely. ‘The dis- 
cussion in a oonference, whether focused on a case or on 
other topics, also shows how the members react to the state- 
ments made in the group. This shows the alert members how 

to participate in a discussion with a view to informing and 
persuading the other members. 

The discussion of a case way reveal & consensus regard- 
ing ites treatment. This may have a disciplinary effect upon 
the individuals who heave taken extreme and untenable posi- 
tions in the discussion, 

Finally there should be mentioned the example which can 
be set by the conference leader himself. <A hizhly competent 
conference leader reveals skill in encoureging expression 
and in guiding the consideration of each case, He seta an 
example of tolerance, orderly thinking, clarity of expres- 
sion, and even-handed treatment of al11 of the participants, 
This is a valuable exemple for executives who themselves of- 
ten conduct conferences, 

Some persons have criticized the use of cases es unduly 
time-consuming. Their argument is valid if they are viewing 
eases as means to communicate ideas which are meaningful to 
the learners without illustration, Direct statements serve 
much better for that purpose, on the other hand, cases can 
serve to illustrate an idea or a procedure when that is nec- 
essary. They can describe it in operation in a typical set- 
ting, and they can narrate the development of the conse- 
quences of specific actions, This rich illustrative use of 
eases can well justify the time required to study them, The 
question really turns on the learner's need for the iilustra- 
tive material. ‘e have seen, however, that the use of cases 
for communication of ideas and information is net their unique 
ama most significant use, More importantly they can be 
means for stimulating and requiring the exercise of analytic- 
al and constructive thought. In this use the objective is 
the Gevelopment of people. When critics argue against the 
use cof cases because they "take too much time," these critics 
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Perhaps the major limitation of case consideration and 
—pay aw) bh pny Fh ag tS  - | 
on an intellectual and verbal level. Even though the : 

going values are recognized, it is still true that the - 
tivity of the group stops short cf performance, may 
show themselves to be good analysts and even good plan-mak- 
ers in these sessions but they may not be oe. executives 

or administrators when actually faced with real issues and 
the necessity of taking appropriate action. 

A second limitation of this discipline is not so ser- 
ious, It grows out of the fact that a case is not an ectusl 
situation but 2 repert of an actual situation. Those who 
would learn frow it must interpret and react to a record, 
whether written or spoken. The actual individuels are not 
there, the actual setting is not there, and many of the sig- 
nals which welp experienced execuiives to understand a situa- 
tion are not actually in operation, This fact explains some 
ef the differences in their interpretations, their analyzes 
and their recosmendcations with regard to the tame trans- 
script. The same words mean different things to these in- 
Gividuals, This difficulty seems to be inherent. A company 
eannot provide a real situation on schedule at a particular 
piace for purposes of instruction, Perhaps the best that 
ean be done is to provide a report, possibly a well-illus- 
trated one, of the development of an issue or situation which 
required administrative decision and action. Methods of pre- 
senting such situations are being improved. Metion pictures, 
etill pictures, dialogues on records and other devices ere 
being used to convey as much as possible of the situation to 
the members of the disoussion group, However, it still re- 
waine true that the members are reacting to a transeript 
rather than to reality, and therefore the exercise, so far as 
observation and detection of “signals” is concerned, is some- 
what abstract, 

another governing rfactor is the ability of the available 
eonference leader, He should be fully aware of the uses and 
limitations of the technique of teaching by the case method, 
He should see its most significant value to be the develop- 
ment of the intellectual powers of the members of his group. 
He should, of course, realize the dangers of pat solutions 
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The leader should not permit a drawn out argument 
wherein each of the contestants wishes to establish the su- 


lines of action could’ prove successful in the particular 
situation, 
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APPENDIX C 
Excerpts from a letter, dated February 6, 1952, to 
the author, from T. 0. Newton, Director of Training, 


Armstrong Cork Company: 


In the early days of Supervisery Conferences which 
started back around 1938 on a formal basis, we started to 
use the case n¢thod. wahile there was a considerable amount 
ef presentation, we did attempt to use as many case exan- 
ples for discussion as possible. In 1940, we put together 
a silent film for use with a written commentary to tell 
the story of 2 problem employee. The film contained no 
answers and was used entirely as a vehicle for group dis- 
eussion in supervisory ecenferences, The results we gained 
from it mace us even more confident that we were on the 
right track. YJhen for a time, we used recorded case dis- 
cussions, and they too were very helpful. 


After the war, there seemed to be a realization in 
the organisation that we needed to do more in the way of 
human relations training for supervisors, We felt there 
were four factors which should be given a great deal of 
weight. First, there is no one given set of principles 
which, if followed, will make a person master in handling 
human relations problems. No two cases are ever the same 
and themfore there is never one right answer to any partic- 
ular case. Second, the problem of getting good human rela- 
tions does not lie entirely at the first level of Manage- 
ment, but extends through all levels of Management, each of 
them being equally important in the problem, Third, people 
seem to learn a great deal more from the discussion of 
specific cases than they do from a discussion of theoretic- 
al principles, and therefore the presentation of psychology 
to management people does not seem to be the right answer. 
Fourth, this whole problem is one of building attitudes and 
eonstant repetition is required if attitudes are to be 


changed. 


The program we finally developed consisted of twenty- 
four actual human relations case problems selected from our 
organization. Each of these problems is presented in a 
sound slide-film giving no answers, These cases have been 
discussed throughout the organization by supervisors in the 
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APPENDIX D 
ing for the General Foreman and Superintendent Level in 
Company A," dated March 18, 1952: 


cee. THe tentative conclusion was that the case 
was ideally adapted to the problem at hand, that 
objective set could not be quite es specific as 
ec. In other words, it would not be realistic to 
and train management people in delegation and in 
of consultation only. Rather, it is believed 
give men a croeder cencept of administrative pract 
ef the general human relations field, hoping that as 
sult better delegation and conaultation would result 
the cases would be selected with that objective 
in mind. Another coneluaton reached was that a 
shovld be selected and given the training in 
some kind of evaluation of the results, 


It was concluded that the matter would be presented to 
the Flant Managers' Meeting te be held im April. The vice 
president in charge of manufacture will outline the basic 
problem and tren a plan of training will be recommended to 
the plant manager. It was further agreed that a discussion 
of one case tentatively selected for the progrem will be 
held using 211 members (male) of the Personnel Department 
at the general cffice, A second trial group mey ve formed 
by including staff persens reporting direct to the Vice Pres- 
ident in charge of manufacture, The director of training and 
organization engineer are now in the process of selecting 
the exact cases to be used. ‘They are contemplating a re- 
pert for use at the Plant Maneasers! Meeting along the fol- 
lowing lines: (To be discussed with the vice president in 
charge of manufacture, general personnel manager, and divi- 
sion vice presidents in advance. ) 
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Training Plan 
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The purpose of this training plan if fourfold: 
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To promote realistic thinking on prob- 

: tration, particularly 
emphasizing the concepts of delegation 
and consultation. 

To challenge present assumptions on admin-e 
istrative practices to determine if evi- 
dence will sustain then. 











3. To perceive the effect of some administra- 
tive practices on those supervisec, and 


4, To inerease the capacity of the individual 
to work with others. 


Sansent 


Approximately ten case studies of actual business situa- 
tions involving administrative practice wil] be analysed, 
Several cases contained in the teat, “The Administrator, ” 
will be used as well as some from other sources. They will 
invoive a variety of situations and problems and different 
levels of management. Their analysis will be directed at 
two prime questions in each case, (1) what de you perceive 
to be the core of thie preblem if there is one in this cese? 
(2) What measures and by whem seem to coffer the wost last- 
ing solution? 


The case aoproech has been choren because an under- 
atanding of administration comea througn experience rather 
than through the preachment of principles which may or may 
not apply in a given situation, Skill of analysis of the 
situation fa desired versus the parroting of principles and 


generalities, 





The group of 20 persens will be composed of a typieal 
eress section of superintendents, general foremen, and a 
few shift foremen, together with a few representatives of 
units, such as Research and Tevelopment, Contreller's De- 
partment. etc. The exact membership of the pilet group will 
be recowumended so that it will be composed of men wita dif- 
fering management phileseophies. Individuals will be invited 
to Join the group end acceptance ia strictly voluntary. 
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The director of training assisted by the organization 
engineer will be the inatructors for this progras, 


Date to Begin 


The teste of this pregram with the pilet group will 
begin within 30 days after aceeptance of the plan by the 
plant managers involved, 


Evaluation of the Test Group 


One hour will be reserved at the end of the last day 
of the program for the purpose of evaluation, The prodjuc- 
tion managers tozether with the vice president in cherge 
of manufacture will meet with the group during this period 
without the instructors present, It will be their respon- 
sibility to evaluate the program tkrough asking any ques- 
tiens they wish to propose to the group. On the basis of 
this evaluetion, a decigion will be made to extend or cdis- 
eontinue this training plan, 
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APPENDIX E 
Excerpts from ea letter dated Jenuary 31, 1952, from 
WwW. R. O. Bender, Manager, Personnel Research Section, Em- 
Ployee Relations Department, FE. I. du Pont de Nemours and 
Company : 

We do not have a formal pregram in operation 
throughout the two hundred odd units of our Tome 
pany in connection with so-called "exeeutive doe- 
velopment," In other words, any means employed 
in the development of supervisory-administrative- 
executive personnel will vary considerably ~~ 
terms of the caliber of the unit management, the 


needs and/or recognition of needs, and o numer 
ef other factors, 














ee dc not, at this stage, have any therough 
evaluation of any particular case study method, 
based upon research into effectiveness, ant can 
only atate thet, in general, the cese study meth- 
od, regardless of agprosch, is a worthwhile means 
of developing supervisory personnel uncer certain 
conditions, Cne of these conditions is the under- 
standing on the pert of the “leader” ef the psy- 
ehelogy of learning and techniques in presenting 
cage wateriala, 
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APPENDIX F 
Excerpte froma letter dated February 5, 1952, to 
the author, from Farl G. Planty, Executive Counselor, 
Johnson and Johnson Yompany: 


We have lad experience with it here for 
groups of engineers, divisional sales man- 
agers, middle and lower levels of proeduc- 
tion supervisors, one board of directors, 
and a large group ef executives drawn from 
the upper levels of the company, 
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APPENDIX 6 
Excerpts from a letter dated May 2, 1952, to the auth- 
or, from Mr, L. A. Russ, Director of Management Development, 
Westinghouse Electric Corporation: 


We placed our Management Development Program 
inte operation last Nevember and, to date, have 
may eh A fF | 
prior to establishing a positive course of action 
in the development of individuals, To date our 
course of action is not definitely determined al- 
though in the management training coureges which 
we are thinking about, we will undoubtedly use a 
ease approach if we can work it out on a practice 
al basis, ee do not as yet have the action phase 
workec out and, therefore, are unable to anewer 
eny of the questions which you raise, 
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tricta with each district consisting of approximately 
15 stores. Zach store is operated by a store manaser., 
The above information is given as bac 
may better understand the levels at which we have »een 
using the case study technique. 


We have been applying this technique at two levels: 


1, The district manager level in Senior Cone 
ferences in Management Development (5 day 
duration), 


, 


2. The store manager level in Jumtor Confer- 
ences in Management Develeoment (3 day 
duration). 


Tre wen are trained in groups of 10, with all partici- 
pents being on the same levds i.¢., all store managers or 
all district managers, The programs are conducted in 
branch locations by a team of two trained Giscussion lead-~ 
ers frem the zeneral office persomel] department. This 
team is composed of one man with several years of practice 
al fleld experience and another man with personnel back- 
ground and training. In additien to leading discussions 
after a "case" has been handled, these team members act as 
observer-evaluators, Several keymen from the home branch 
also act eas observer-evalvators, At the end of the ses- 
sions, the observers! notes are compiied into a composite 
report on each of the yarticipant's performance and an es- 
timate o@ his potential for higher level work is made, 
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While @ solution may aot have veen reached, the technique 
is st1li an excellent way to develop discussions, 


Since the men will appear in enly one three day conference 
and only ene five day conferenee, there is no problem in 
keeping monotony and repetition out of the two conferences, 


problem, Hewever, we are constantly on the look out for 
new problema to be usec in future conferences som to main- 
tain a dynamic and challenging atmosphere, 


Our evaluations of the program are primarily subjective in 
nature. lcwever, we have received quite enthusiastic praise 
anc support for this program from keymen who are, by nature, 
reluctant to engage in time-consuming off the jeb training. 


We feel it is serving a good purpose in helping us deter- 
mine the leadersnip qualifications ef a man and then to 
belp him develop wore quickly by providing him with guid- 
ance and the types of assignments he needs, However, we 
Go make it clear to the men that gelf~-develoyment is their 
own responsibility and that we ean only previde them with 
the opportunity. 


ke have found the case study technique quite useful in help- 
261 
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APPENDIX I 
Excerpts from a letter dated april 30, 1952, to the 
author, from Mr, R, E, Sohwab, Personnel Planning Supervisor, 
The Detroit Fdison Company: 


We have made soae use of the case study method in our 
Basic Cupervision and Fuman Relations in Supervisien courses, 
The information you requested is given below, for these 
programs. Yor axecutive development, we have for the most 
part relied on the solving of actual current work-nitua~ 
ticn probleme wrler line guidance and direction, Problema 
that are departmental in scope are frequently sheared wide- 
ly by the department head with his staff and lower levels 
of supervision. Prebiems and policy formulation thet en 
intercepartment or Company-wide in soope are often handicd 
hy permanent or temporary comalttees, with perticipation 
&t some etage and in some instances, extended te all super-~- 
viecrs in the Company. 





In generai, we faver the use of active, live prebless 
with relativeiy bread participation and decision-making 
opportuaities, This, of course, ie net always practic-~- 
adie and, at any given time, may not provide current prob- 
less in some areas. However our velief tn democratic super~ 
vision, our provision for superviser conferancensn in and econ- 
ducted by the ifne organization, tegether with a number of 
permanent and temporary committees is the backeround for 
participation in a surprisingly iarge number of current 
probiens on a bread front, 


zn Besic Supervision, a two-week course for new super- 
visors, We use case etucies in semnection with training in 
probles-selving. Fractice in human relations preblen-soiv- 
ins, using the method ceveloped by Training Within Industry, 
is furnished using two Armstrong Cerk - McGraw Fill sound 
film-strip, supervisory case studies, This is followed by 
role-playing 2 problem of a new euvervizsor whs wes promoted 
over men with greater seniority, 


3 
sais 








tut 





? oekie es See oo ve , owe 


,_ eotwalewe 26°04@ VI) ae oe 


See oe 8 OLE ey ieee 








the 

been pleased with our limitcd use of the case 
study method but for experienced supervisors pret'er actual, 
current prebiems, For strictly tzalning yurpcses we would 
net ordinariiy have superior anc suvordinate ir the came 
group, ten cundigecing Actual cyerating problem and 
policies « superior will often leaxé a conference of his 
Subordingies, .coumyainying materials give wome indication 
ef the nature and origin of the case materiais. The method 
of approach varies but erclnarily emplicys the group-ceelsion 
method, ‘The “determinate” attitude has been used et times 
but in actuel curzent protiems the “free” atiitude pre- 
vails especially in human relations problems. ve faver 
line supervisers 23 conference Leadaere gnc we Kove pre- 


iI woulda fesitleate two comment on the appiicabiiity of the 
ease method to the cGevelopment of leadership among officers 
ef the wilitery services, For ome thing, I believe we 
would have to derine just what you would include in the 
ease wmethed, The experienve of the afficere in question, 
the availability of whual, normal operating problems 
which could be shared ana ether facters would seem to te 
important, Generaliy speeking, where e subsatitute for 
real experience le necessary, ease studics offer treining 
values that often cannet be matched by other methods. 
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APPENDIX J 
Excerpts from a letter dated May 13, 1952, to the 
auther, from ©, Whigham, Jr., Assistant Vice President, 
Industrial Relations Administration, Carnegie-Illinois 
Steel Company. 


Several case problens were used 
these havé not been aprile’ since a 
tn 





However, it if our opinion that 
has merit, particularly when used to stimulate _— 
thinking toward a practical answer, Lacking ailitary 
experience since Neyal \viation im ver 
not feel qualified te advise on th- use 
to develep iesderetip among officers of 
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APPENDIX K 
Comments on the “Functions of the Naval idministrater 
Series" as taken from an evaluation report of Volunteer 
Composite Unit 1-25, (Educational Ppecialist), Boston, 
Massachusetts: 


1, Sufficient use has beer made of the series to indic- 
ate conclusively that it is a sound method of training, 


2, Tne “case Bethod” provides one of the gost effec- 
tive methods of learning in making possible widespread par- 
ticipation of members of the trainee group. 


3. While the information taught through the use of the 
series is both interesting and valuable generally, it serves 
to round out the backwrownd of those participants of brief 
experience am to refresh those whose active duty days are 
now rather remote. 

4. By the consistent employment of discussion leaders 
who have the personalities and tne techniques necessary for 
sound conferense leadership, the series can be used to its 
utmost effectiveness, it should be neted that the Craduate 
Schocl of Business Administration at Harvard University uses 
the “case method” with acknowledged success, 

5. By consigering ceses in accordance with differing 
Gegrees of comlexity 1+ is possible to develop the treinée's 
eapability to hancle situations invelving varying cerrees 
ef difficulty. 


e@oeeaeaenrenreaeanaes 


8, The series gives the participants the opportunity to 
think on their feet, to meet argument with argument, to ace 
eept challenges from otuerse whose greater experiences are 
bound to impress the trainees and guide their future think- 
ing. Learning under such circumstances provides a fine mo- 
tivation for the person who wishes to learn and is ready end 
willing tc expenit thought and energy to that end. 


9, Trainees should be encouraged to challenge the solu- 
tions of others at all times provided they are ready to come 
up with what they consider better ones, 
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APPENDIX L 
Outline of Proposed Case Method Program for Leader- 
ship Development of Officers of the United ‘tates Navy. 


I. 





II. Formulation of Suitable Criteria for fvaiuation 


III, Development of Requisite Elements of the Frogran 
A. Compilation of leadership development manucl 
1, Naval leadership section 


a. in the light of adwemanen ia tee vtaay 
in the light of advances in 
of leadership since 1949, and edited 


by combined naval and psychologist 
board 
2. Case methodeolegy section 

a. Instructions for case method procedure 
to represent the “experimental” ap- 
preach, rather than the "free" or the 
"determinate, 
(1) Composition of the group and se- 

lection of the leader 
(2) Student-centered approach and gen- 
 @ral rapport 
(3) Role of the leader defined 
(4) Role of participant defined 
(5) Methods of procedure recommended 
(6) Process of decision-making de- 
seribed 
(7) Pointers on conference methods 
3. Seleetion of cases 

a, Gathering of huean relations cases from 
every level cf every type of naval unit 
under the guidance of expert case histo- 
ry specialists, 

b. Refinement and cataloguing of cases by 
combined maval officer and educaticnal~ 
ist board, 
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Preparation of apectal training movie on the 
case method, 


IV¥V. Putting the Pregram into iffect 


A. 


C. 


D, 


Special training fer instructor teams 
lL. Selected teams given proivessionai instruc- 
tion in case methodology 


Regular training course for instructers in ex- 
isting Burers Instructor Training ‘ choels 


Listribucion of "Raval Leadership bevelepment 
Manual” and wideapreed publicity pregram 


bemonstration and inauguration ef method at 
key n&@val unite by specially trained teases and 
showing of special training movie 


formulation cf permanent pelliecy for case method 
leadership development of officers, 





APPENDIX M 
Peinters fer use in the preparation of a Case Method 
Program for leadership development of military officers: 





1. All cases shald be actual real-life episodes 
gathered under professional guidance, 

2, Cases should be catalogued according te types of 
naval ompnization invelvec; the approximate renk and type 
of job the primary decision-making officer in the ense 
holds, and according to broad case-type categories -- such 
as specialization, relations with superlers or subordin-e 
ates, etc, 

3.  ases should not be “pruned” to depict only one 
specific icadership principle. 

4, «Section on how to draw up case histerites loval- 
ly should permit a censtant case revision program through 
the addition of new cages at the activity level and throuwh 
revisions to the cage section by addition of cases sent 
in from the field. 





1. diseussion leaders showld be given apeeial train- 
ing and showulc prepare case program carefully in advance. 
“Outside” leaders with profescional training should be ob- 
teined whenever poasible. 

@&e A111 participante should be inatrueted in proper 
ease study methodology end conference technique to avoid 
tendency for discussions to lapse into "bull sessions." 

3. Restrict groupings to a maximum of 20 officers 
and do not as & general rule include a superior and his 
subordinate in the same group. If feasible, group leader 
should be somexhat more «experienced than group members, 
but he should not be the immediate superior of any of the 
members if this can be evoided, 

4, Discussion sessions should be held at least once 
@ month and net more often than cnoe a week: normally eae 
two hour session appears te be most effective, 

5. Meetings should be held waere outside interference 


209 





Hes M.A. 
Laat 
ieee 
iH they ft 


RN 
i 


ue 















4H 
ainsi 














— 





a 
' 


Ra 


1 








frequent reference to principles ae they apply in case srob-e 
Sen sehen . 
1a be 


than 
%, The diseussion leader must act as a moderator and 
eetalyst but not an oracle with the ene right answer. ke 
must make verbal eontriwutionsa only in order te orient the 
discussion, or when they ere called fer by the growp process, 
and then with an esiutetantien that his centributions ere 
tc be @vVaeluatec the came As Chose of othera,. 

5. Short lectures, sovies, rele~plaging, and other 
techniques should be introduced when they seem appropriate 
to the ense diccussions. 

&, Ample time should be allewed for relatively complete 
Giscussion cf all of the major issues in each case. However, 
the tise factor shuulid not be ignored, ani the group pro- 
eesses should be conditioned to the point that it will 
moniter ite wn progress, 

7. A written report of the case should be prepared 
by @ach% group member prisr to the discussion meeting in or- 
Ger to acsure thet each kas worked out the problems in his 
ewn wulnd and io prepared to defend his cenclusions. As @ 
general rule, however, the case program should not be used 
a& a method Tor evaluating of fieers, 

&, Maximum participation by all members of the group 
muat be eneoursped; the group should be treined te discour- 
age members who telk teo much and te encourage the silent 
Ones. 

9. Outside reading on substantive topics to be covered 
in fuyuse czses Should be recommended and encouraged by rre- 
quent reference to material therefrom, 

iG, The ecleutific metnea employed by the individual 
members and by the group as a unit should seek to answer 
"why" and “how,” and the analytieal proeedure should first 
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(4) Proposed solution for basic problem, 
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